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ABSTRACT
The academic and corporate pursuit of many programs is to understand the implications of
leadership styles on organizations. Countless research hours have been spent examining the
leadership construct in the hope of developing programs that impact performance. Furthermore,
there has been a recent surge in the study of Psychological Capital and the potential implications
for human performance and development.
The purpose of this quantitative study was to understand the intersection of leadership
styles, Psychological Capital, and productivity.
The study examined two research questions. The first research question examined what
correlation exists between the styles of leadership as measured by the MLQ 5X, and
psychological capital attributes (hope, efficacy, resiliency, and optimism) as measured by the
PCQ of the field sales associates. The second research question strived to understand if there was
a correlation between productivity, as measured by the average sales per person, and either
psychological capital of the field associates, the styles of leadership, or both.
The leadership styles were measured using the MLQ 5X to determine if the leaders were
transformational, transactional, or passive/avoidant. The MLQ 5X also measured the subscores
of transformational leadership to see what relationship, if any, exists between the subscore and
sales productivity. A total of 59 leaders in 28 districts completed the MLQ 5X.
The Psychological Capital of the sales team was measured using the PCQ to determine
the overall PCQ score, as well as the subscores of hope, optimism, resiliency, and self-efficacy.
A total of 151 sales associates in 28 districts completed the PCQ assessment.
The results of the study found that there was a positive correlation between leaders that
coach and develop their sales team and teams that have higher sales. The research found that
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leaders that were more transformational and generate satisfaction had higher sales performance.
The analysis also indicated that leaders that were transformational had sales teams with higher
self-efficacy. There was not a correlation between Psychological Capital and sales performance.
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Chapter 1: Introduction
Introduction and Background
In the 2006 movie Rocky Balboa, the main character Rocky gave his son some advice on
life.
Let me tell you something you already know. The world ain't all sunshine and rainbows.
It's a very mean and nasty place and I don't care how tough you are it will beat you to
your knees and keep you there permanently if you let it. You, me, or nobody is gonna hit
as hard as life. But it ain't about how hard ya hit. It's about how hard you can get hit and
keep moving forward. How much you can take and keep moving forward. That's how
winning is done! Now, if you know what you're worth, then go out and get what you're
worth. But you gotta be willing to take the hits, and not pointing fingers saying you ain't
where you wanna be because of him, or her, or anybody. Cowards do that and that ain't
you. (Chartoff & Stallone, 2006)
Rocky’s intention was to give his son advice about becoming better and not allowing
life’s foibles and trials get in his way. In essence, Rocky exuded a type of leadership that was
intended to inspire his son to rise above life’s challenges.
The study of leadership has consumed countless hours worldwide and researchers have
struggled to identify a clear definition of leadership (Northouse, 2010) or developed a concise set
of behaviors that all successful leaders can prescribe. Marketers, authors, academics, and
business have attempted to create a singular vision of leadership.
Peter G. Northouse (2010) stated that leadership is the culmination of process, influence,
goals, and includes multiple people or groups. For the purpose of this study, the preceding
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definition was utilized. As such, leadership is the study of both the processes and behaviors that
develop both desirable and undesirable outcomes.
Similar to leadership, the focus of management is the setting of goals, decisions, business
outcomes, and administrating the focal workings of an organization (Tschohl, 2014). The intense
focus on outcomes can muddle the difference between leadership and management. Harvard
professor and leadership innovator John Kotter described the differences between management
and leadership by differentiating between the purposes of each. Management should create order
and consistency, while leadership should create change and movement (Kotter, 1990).
Fred C. Lunenburg (2011) drew comparisons of the extremes of leadership and
management in an attempt to demonstrate the subtle differences between the two ideologies (see
Figure 1).

Figure 1. Subtle leadership and management differences

The focus on leadership development and leadership behaviors is wise. It creates an
organization that focuses on how to effectively lead and also develops a pipeline of future
leaders. Organizations that focus on leaders that develop future leaders, or in other words,
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servant leadership and transformational leadership, are creating future leadership success (Chi,
Chung, & Tsai, 2011; Melchar & Bosco, 2010).
Organizations have spent millions of dollars on leadership development in the United
States. According to the Association for Talent Development’s 2013 State of the Industry report,
there is an estimated $164.2 billion spent on learning and development and upwards of 13.5% of
the total amount spent was on leadership development (Miller, 2013). This focus on leadership
development demonstrates the need for effective leadership training and organizational support
that will drive organizational success and change (Kotter, 1990).
It is within the construct of leadership as an outward facing process where Kotter stated
that leadership is intended to develop people, create vision, and produce change (Kotter, 1990).
The change is intended to not only impact the organization, but also the employees.
Organizations, and as such the organizational leaders, exist to grow and develop companies,
processes, and organizations.
There are many different leadership theories including trait theory, behavioral theories,
contingency theories, leader-member exchange theories, and others. Each theory is based upon
the leaders ability to influence a group toward a common goal (Robbins & Judge, 2011).
James MacGregor Burns (1978), considered one of the intellectual grandfathers of
leadership studies, presented the idea that transformational “leaders and followers help each
other to advance to a higher level of morale and motivation” (p. 20). Burns’ research developed
the ideology that leadership efficacy is impacted by both the leadership style and the
followership behaviors. Avolio and Luthans furthered the study of leadership and introduced a
model of authentic leadership (Avolio, 2011; F. Luthans & Avolio, 2003) which builds upon the
foundations of transformational leadership (Burns, 1978). The model of authentic leadership
explored the positive organizational behavior and positive psychological capacities of the
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employees and strives to capture the leadership and employee behaviors that develop effective
high performing teams.
Many studies have tried to explain the behaviors a leader maintains (Kest, 2006;
Madlock, 2008; Northouse, 2010), but few studies have looked into the follower behaviors and
traits, and the potential impact on the leader especially in a sales organization.
Psychological capital. Human capital is only part of the capital needed to run an
effective organization. In addition to human capital, there is the traditional economic capital and
social capital. Luthans et al. (2004) posits that in addition to the three capitals, there is also a
need for psychological capital (see Figure 2).

Figure 2. Four different types of capital

Psychological Capital, PsyCap, is considered a subset of organizational behavior and
positive organizational outcomes (Avey, Luthans, Smith, & Palmer, 2010; F. Luthans, Avey,
Avolio, & Peterson, 2010). Specifically, psychological capital impacts both the personal and
work life by attaining “high levels of employee psychological well-being” (F. Luthans et al.,
2010). The definition that Luthans, Youssef, and Avolio (2007) give to describe psychological
capital is:
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PsyCap is an individual’s positive psychological state of development and is
characterized by: (1) having confidence (self-efficacy) to take on and put in the necessary
effort to succeed at challenging tasks; (2) making a positive attribution (optimism) about
succeeding now and in the future; (3) persevering toward goals and, when necessary,
redirecting paths to goals (hope) in order to succeed; and (4) when beset by problems and
adversity, sustaining and bouncing back and even beyond (resiliency) to attain success.
(F. Luthans, Youssef, et al., 2007, p. 1)
The four traits that PsyCap focuses on are efficacy, optimism, hope, and resiliency
(Avey, Luthans, et al., 2010; Cameron, Dutton, & Quinn, 2003b; F. Luthans, Avey, Avolio,
Norman, & Combs, 2006).
Self-efficacy. Self-efficacy, or confidence, has been researched considerably and shown
to have a high impact on employee performance (Bandura, 1997b; Locke, 2001; Stajkovic &
Luthans, 1998a). Self-efficacy is derived from one’s own belief that they can effectively
complete a task or impact a potential outcome (Stajkovic & Luthans, 1998a). Within a sales
organization, the ability to be confident has a direct impact on one’s ability to successfully sell
(Bandura, 1997b).
Hope. Professor C. Richard (Rick) Snyder is considered one of the pioneers of positive
psychology and his research revolved mainly on hope and forgiveness. The theory which he
pioneered, Hope Theory, has been used in clinical psychology (Snyder, 2002), business
applications (F. Luthans & Avolio, 2003), and life satisfaction (Bailey, Eng, Frisch, & Snyder,
2007). Previous to this point, it was understood that hope was a belief that a person could attain
ones goals (Cantril, 1965; Farber, 1968; Menninger, 1960). Snyder & Lopez (2005) furthered the
understanding of hope by showing that hope is both the belief that one can “find pathways to
desired success” and that the individual is motivated to use the identified pathway. Organizations
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the maintained higher levels of hope were profitable, maintained success, and were more
innovated (Giacalone & Jurkiewicz, 2003).
Optimism. Martin Seligman, one of the fathers of positive psychology, indicated that
optimism can enhance ones life and improve work performance (M. E. P. Seligman, 2006).
Optimism is a cognitive process in which positive expectancies are focused upon and actions
align with the potential positive outcome (M. E. P. Seligman, 2006). Research has shown that
employees with higher optimism tend to work harder and are more apt to overcome difficulties
and setbacks (F. Luthans & Avolio, 2003). In the sales force, employees are faced with difficult
customers, deals, and scenarios that impact the ability to close a sales deal. Those with higher
optimism are able to overcome the difficulties and develop stretch goals (F. Luthans & Avolio,
2003) that will assist them in growing through the sales cycle (Adidam & Srivastava, 2001;
Schulman, 1999).
Resiliency. Resiliency is defined as ones ability to bounce back or rebound from a
difficult situation (F. Luthans & Avolio, 2003). This trait is demonstrated on the athletic field as
athletes continue to rush towards one another despite blocks being placed in their way. It is not
just found within the athletic arena, but also in the field of sales where doors are slammed,
customers yell, and deals fall through and people keep working. The ability to be resilient to the
ups and downs in any profession is more than a gift. The trait can be taught, practiced, and
planned for so that sales teams can develop stronger resilient behaviors (Krush, Agnihotri,
Trainor, & Krishnakumar, 2013).
Statement of the Problem
Many organizations attempt to improve organizational success by developing leadership
through training courses and cultures. Large amounts of money are spent for execs to attend
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leadership courses, classes, workshops, and other training sessions where the goal is to define
and develop skills that will lead the organization through effective leadership behaviors. Hyper
focus on leadership styles, behaviors, and skills can create an environment where the attention is
solely on the leader, and not the strategic outcome of the leadership behaviors or the impact of
the followers and employees. In essence, focus on the leadership styles only gives a partial view
of the organizational strengths and needs.
Similarly, many organizations have training and development departments that focus on
improving the efficacy of the workforce. Classes, courses, and workshops are offered at most
levels of the organization with the intent to improve the employee and further organizational
excellence. This focus on employee behaviors and psychological capital, without the regard for
leadership development, develops a myopic view of the impact an employee has on the
organizational goals. This nearsighted view does not explain the organizational picture, nor does
it demonstrate the impact the employee may have on the leadership team.
This study explored the relationship of both leaders and followers to further understand if
there is a correlation between the leadership styles, psychological capital, and productivity (see
Figure 3). Within the study organization in particular, the relationship between leadership,
followership, and productivity remains elusive. The researcher strove to understand the
combination of leadership and followership styles that improved higher productivity.
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Figure 3. Potential relationship between follower psychological capital, leadership style, and
productivity
Statement of the Purpose
Successful sales are predicated upon many factors, including price, product availability,
marketing, and sales generation lead aggregators. The current landscape of organizations that
provide home improvement is packed with companies that offer the same products and similar
price points. The purpose of this study was to understand the intersection of psychological
capital and leadership styles and productivity. A correlation analysis was utilized to compare the
styles of leaders and the psychological capital of the followers.
Research Questions
In order to objectively measure the relationship, the study will identified the proximal
outcomes (hope, optimism, efficacy, resiliency) of salespeople in a given geographic area to see
if the average sales numbers of an area correlates to differing psychological capital averages.
Additionally, the study identified if there are correlations between the psychological capital, as
measured by the Psychological Capital Questionnaire, of the followers and the leadership styles,
as measured by the Multifactor Leadership Questionnaire, of the leadership team.
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Utilizing the Multifactor Leadership Questionnaire (MLQ 5X) and the Psychological
Capital Questionnaire (PCQ) this study explored the potential relationship between the styles of
leaders styles and the psychological capital of the followers. This research aimed to answer the
following questions:
1. What correlation exists between the styles of leaders as measured by the MLQ 5X, and
psychological capital attributes of followers (hope, efficacy, resiliency, and optimism) as
measured by the PCQ in a national home improvement organization?
2. Is there a correlation between productivity and either psychological capital of the
followers, the leadership style, or both?
Significance of the Study
In a competitive market, there are many attributes that both inhibit and improve
organizational success. The stock market shares often define this success. Additionally there are
other attributes that impact potential success including the success of a field sales unit. Many
studies have explored the relationship of leadership and sales efficiency. Additionally, studies
have illuminated the advantage that human performance through psychological capital has on
sales. This study explored the relationship between leadership style and psychological capital,
thus giving a further insight into the leader/follower construct. Furthermore, the study explored
the leadership style and psychological capital to see if field sales unit that maintain higher
psychological capital also maintain higher than average sales. If there is a correlative effect
between leadership styles, PsyCap, and productivity, there will be further impetus to explore how
to develop the organizational attributes that impact productivity.
Key Definitions
The following key definitions will be used throughout this study:
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Region is a large geographic area consisting of states, namely those found in the North,
South, and West.
Area is a smaller section of a region that may consist of a state or multiple states.
District is an even smaller geographic region that is found within an area. It may consist
of a metropolitan area or larger urban tract.
Psychological capital (PsyCap) is a “positive psychological state of development that is
characterized” (F. Luthans et al., 2006) by the capacities of hope, self-efficacy, optimism, and
resiliency (F. Luthans et al., 2010; F. Luthans & Avolio, 2003; F. Luthans et al., 2004).
Hope is defined as “positive motivational state that is based on an interactively derived
sense of successful (1) agency (goal directed energy) and (2) pathways (planning to meet goals)”
(C. R. Snyder & Forsyth, 1991, p. 287).
Self-efficacy and confidence can be used interchangeably (F. Luthans & Avolio, 2003)
and is defined by “an individual’s convictions (or confidence) about his or her abilities to
mobilize the motivation, cognitive resources, and courses of action needed to successfully
execute a specific task within a given context” (Stajkovic & Luthans, 1998b).
Optimism is “an explanatory style that attributes positive events to personal, permanent,
and pervasive causes and interprets negative events in terms of external, temporary, and
situation-specific factors” (F. Luthans, Youssef et al., 2007, pp. 90-91).
Resiliency is “defined as the ability or capacity to rebound or bounce back from
adversity, uncertainty, conflict, failure, or even positive change, progress, and increased
responsibility” (F. Luthans & Avolio, 2003, p. 255).
Psychological Capital Questionnaire (PCQ) is a 24-question valid and reliable
instrument that measures the aggregate PsyCap group of hope, self-efficacy, optimism, and
resiliency.
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Multifactor Leadership Questionnaire (MLQ 5x) is a 45-question valid and reliable
instrument that measures the scales of transformational, transactional, and passive/avoidant
leadership styles.
Key Assumptions
In an effort to investigate the styles of leaders, the psychological capital of the followers,
and productivity for the regional sales districts, several assumptions were addressed:


The MLQ 5X and PCQ are valid and reliable instruments that can be analyzed to
understand the leader and follower relationship.



The data generated by PCQ will sufficiently represent the field sales associates in
general.



The data generated by the MLQ 5X will sufficiently represent the leadership team.



The study participants will answer the questionnaires honestly and truthfully.



The study will be a snapshot in time and will be based on the current sales data
available for each district.



Participants will have the ability to opt out of the study and it will conform with IRB
protocol.

Limitations
Each study has limitations that the researcher may not be able to control (Roberts, 2010).
This study was not longitudinal, and as such only viewed the current leadership styles of the
management and psychological capital of the field sales associates at a given time. The snapshot
in time study gave the researcher a peek of what may have happened in the organization as it
pertains to leadership styles of the management team and the psychological capital of the sales
force.
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The study was performed after the peak-selling season when productivity averages are
higher per person. Due to the nature of the business, the home improvement company might
have had layoffs during the off-peak time that are tied to lower productivity. Although no layoffs
were announced, the impact of an organizational change might have affected the results of the
study.
The sample size may not have been large enough to correlate the leadership styles of the
management team to the psychological capital of the sales associates. Although the organization
has over 800 employees on the sales team, there is a chance that the sample size was not
sufficient to draw significant statistical relevance.
The sample size may not have been large enough to correlate the psychological capital of
the sales associates to the average district sales revenue. This limitation suggests that there may
not be enough completed assessments returned during the data collection period. Significant
attempts were made to collect the data but the limitation may revel that there is potential low
employee participation.
Summary
Leadership styles and behaviors have been studied in academia for many years.
Thousands of books and courses have been developed to identify leadership strategies that
positively impact the organization. Stemming from comments made by Martin Seligman (1998),
there has been an increased awareness in regards to building human strength and efficacy
through positive organizational behavior and psychological capital.
Field-based sales teams in a home improvement organization have varying levels of
success. Sales teams compete to determine which district and area have the highest average sales
numbers. Although all of the district teams receive the same training, products, and support,
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there is no clear indicator as to which elements create the most successful teams, as measured by
average sales.
This study examined the styles of leaders and the psychological capital of the followers to
see if teams that have higher productivity averages also had a correlated PsyCap and prevalent
leadership style.
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Chapter 2: Literature Review
The literature review will begin with a discussion of leadership, and a potential definition
of leadership. Following which a discussion of styles of leaders, specifically that of
transformational, transactional, and passive/avoidant. An overview of the Multifactor Leadership
Questionnaire will be discussed as the potential assessment that measures leadership styles.
Psychological Capital will then be explored from the perspective of follower behaviors. The
Psychological Capital Questionnaire will be discussed as an assessment instrument to measure
follower behaviors of efficacy, hope, optimism, and resilience. The concluding discussions will
be in regards to productivity and how styles of leaders and psychological capital of followers
impact productivity.
Leadership Defined
Leadership is complex. It is not something easily defined, nor can it be explained by
simple gimmicks (Kotter, 1988) or parlor tricks. According to Peter Northouse (2010)
“Leadership is a process whereby an individual influences a group of individuals to achieve a
common goal” (p. 30). Based on this definition leadership can be described as what you do and
how you do it to affect change. According to James M. Kouzes and Barry Z. Posner,
Leadership development is self-development...The quest for leadership is first an inner
quest to discover who you are. Through self-development comes the confidence needed
to lead. Self-confidence is really awareness of faith in your own powers. These powers
become clear and strong as you work to identify and develop them. (Kouzes & Posner,
2007, p. 344)
Based on the framework of self-awareness and self-development the more talents are
identified, the greater the organizational potential (Clifton & Harter, 2003). It is in this self-
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centric environment that leadership and culture are created. According to Kouzes and Posner
(2007) everyone in the organization can be a leader regardless of position or title. It is the leaders
who create culture (Schein, 2010). Therefore, culture is the aggregate of all members of an
organization.
Leadership Styles
Since the beginning of time man has been trying to figure out what leadership
characteristics make the best leader. Over the years several styles have been defined to help
better clarify the impact of a leaders style within an organization. With how quickly the world is
changing, in order to remain competitive in the work environment it is vital to understand the
framework of leadership and how the differing styles affect the cultural impacts of the
organization (van Eeden, Cilliers, & van Deventer, 2008).
Style Approach
One of the researchers at the forefront of leadership studies was Ralph M. Stogdill.
While at Ohio State University, Stogdill and Coons (1957), studied leadership vociferously and
postulated that there are two primary elements of leadership:
a) Initiating structure, which deals with task behavior.
b) Consideration for workers, which concerns relationships.
Robert S. Blake and Jane S. Mouton further clarified (1967) their previous research from
6 years previous that leadership conduct should be viewed in a three-dimensional plane rather
than the previously defined two-dimensional plane. According to Blake there are three definitive
planes: a) the horizontal axis focuses on production, b) the vertical axis deals with concern for
people, and c) the “thickness or depth of a given style” (Blake & Mouton, 1967, p. 4). Similar in
nature to Stogdill’s definition of leadership, Blake and Mouton enhanced the current thought
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with the added dimension. Figure 1 depicts the three-dimensional managerial grid as represented
by Blake and Mouton.
The managerial grid is based on a set of coordinates. In the lower left corner (1,1) the
style has the least concern for people and production. The upper left corner (1,9) has high
concern for people, but low concern to production. The lower right corner (9,1) has high concern
for production, but low concern to people. The upper right corner (9,9) has both a high concern
for people and production. In the middle (5,5) it is a “middle-of-the-road” style that seeks
balance of production and people (Blake & Mouton, 1966). Each of these styles can be used to
motivate and control “others by showing interest and using praise, or negatively, criticizing and
using punishment” (Blake & Mouton, 1966). According to Blake (1966) a careless or even
controlling manipulative manager can change the culture and tempo of the organization by
utilizing and understanding the different styles indicated on the Grid (see Figure 4).
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Figure 4. Management grid style. Adapted from “The Managerial Grid in Three Dimensions,” by
R. R. Blake and J.S. Mouton, 1967, Training and Development Journal, 21(1), p. 2. Copyright
1967 by EBSCO Publishing.
Three Major Leadership Styles
Although there are several theories and styles of leadership, there are three styles that
have been studied and considered the major leadership styles: a) laissez-faire, b) transactional,
and c) transformational (Avolio, 2011; Bass & Stogdill, 1990; Zagorsek, Dimovski, & Skerlavaj,
2009). The three major leadership styles can be considered on a continuum where the least
people concerned style is laissez-faire, and the transformational is designed to help employees
achieve their goals (Antonakis, Avolio, & Sivasubramaniam, 2003). Although the studies have
focused primarily on leadership traits, it is believed that the more effective leaders have a
combination of the three styles as depicted by Bass (van Eeden et al., 2008).
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Bernard Bass and Bruce Avolio developed the Multifactor Leadership Questionnaire
(MLQ and MLQ 5X) to measure where along the leadership continuum a leader resides as it
relates to employee satisfaction.
Laissez-faire leadership. The term laissez-faire in French literally means to let people
do as they choose (Merriam-Webster Inc., 2005). This style of non-leadership has not been
studied as fervently as other leadership styles, but it is an active method of leading nevertheless
(Skogstad, Einarsen, Torsheim, Aasland, & Hetland, 2007). Bernard M. Bass and Bruce J.
Avolio (1990) have defined laissez-faire leadership as:
the absence of leadership, the avoidance of intervention, or both. With Laissez-faire
(Avoiding) leadership, there are generally neither transactions nor agreements with
followers. Decisions are often delayed; feedback, rewards, and involvement are absent;
and there is no attempt to motivate followers or to recognize and satisfy their needs. (p.
20)

This form of leadership can be destructive to the organizational culture. Anders Skogstad
et al. (2007) state that the laissez-faire leader creates an environment that elicits increased
employee role stressors, role conflict and ambiguity, high conflict, and bullying techniques (see
Figure 5). The overall impact of this leadership type is a detriment to the organizational culture
as a whole.
One form of non-leadership is leading by bullying (Skogstad et al., 2007). Kelloway et
al. (2005) states that leaders “who are abusive, aggressive, or punitive are a clear source of stress
for individuals in the workplace” (p. 99).
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Figure 5. Laissez-faire leadership and bullying
Transactional leadership. Transactional leadership is rooted in the belief that “leaders
exchange promises of rewards and benefits to subordinates for the subordinates' fulfillment of
agreements with the leader” (Bass & Stogdill, 1990, p. 53). The leadership style is one in which
the leader does not individualize employee needs, nor do they focus on employee development
(Northouse, 2010). Rather, employees are rewarded based on performance (Sarros, Gray, &
Densten, 2002).
There are three main styles of transactional leadership: contingent reward, active
management-by-exception, and passive management by exception (Northouse, 2010; Sarros et
al., 2002).
Contingent reward is based on a set of goals and deliverables. As an employee achieves
their goals, their reward is contingent on how well they met or exceeded the stated goals.
Contingent goals could be set based on piece-rate work, or longer term goals. A key to
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employee success is to set realistic goals that both the employee and leader agree upon
(Hollander, 1978).
Management-by-exception is either active or passive. In this style the leader only acts, or
manages, when there is an issue or behavior that needs correcting or commending. Leonard
Reber, the head of a drafting department at a manufacturing firm is an example of this leadership
style: “He assigns projects to each of his people, with instructions to come to him if they have
any problems. And they do. But he never goes to them, or hears from them when no problems
arise” (Bensahel, 1975, p. 38). Although this tends to be successful in curbing improper
behavior or techniques, it does not recognize those in the organization that are exceeding
expectations.
Active management-by-exception is conceptualized by a manager who scours reports, or
listens for actions that are not within policy, then approaches the employee with changes. The
swiftness of corrective action based on open, fair communication is good, appropriate, and helps
change culture by eliciting open dialog (Connors & Smith, 1999; Patterson, 2002).
Passive management-by-exception tends to materialize in a manner that is not upfront
and immediate. This style is apparent when a manager does not say anything to the employee
until a yearly review (Northouse, 2010) and can be damaging in the long run. According to Bass
(1990) the passive approach is a “prescription for mediocrity”.
Both of these styles, active and passive, although can be effective, also have risks
associated. When management-by-exception is exercised it can create a culture that is based on
negative feedback and in turn lowers employee morale (Bensahel, 1975). Transactional leaders
also do not appear to be concerned with the emotional needs of their employees (Bass, 1990).
Transformational leadership. To transform is to change and morph an entity into
something different. Bass (1990) expressed that transformational leadership:
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occurs when leaders broaden and elevate the interests of their employees, when they
generate awareness and acceptance of the purposes and mission of the group, and when
they stir their employees to look beyond their own self-interest for the good of the group.
(p. 21)
This leadership style tends to focus on the organizational objectives by building
employee commitment (Stone, Russell, & Patterson, 2004; Yukl, 2002). Based on the research
of James MacGregor Burns (Burns, 1978), and then later Bernard M. Bass (Bass, 1990; Bass &
Avolio, 1990, 1994; Bass & U.S. Army Research Institute for the Behavioral and Social
Sciences, 1996; Northouse, 2010; van Eeden et al., 2008) there are several traits that comprise
transformational leadership: idealized influence, inspirational motivation, intellectual
stimulation, and individualized consideration. It is a combination of these factors that create
transformational leadership.
Idealized influence is also known as charisma (Bass, 1990) and is at the heart of this
leadership style. Bass believed that “transformational leadership can be learned, and it can – and
should – be the subject of management training and development. Research has shown that
leaders at all levels can be trained to be charismatic in both verbal and nonverbal performance”
(Bass, 1990, p. 27).
When employees “respect, admire, and trust the leader” (van Eeden et al., 2008, p. 255)
they are more apt to follow the leaders directives and requests. The leaders become role models
that employees desire to follow and thus have a higher degree of trust in their leaders (Stone et
al., 2004). Change brings about fear, anxiety, and frustration. Employees must trust their leader
so as to be comforted during the elements of change (Kotter, 1996).
Idealized influence leaders also have the ability to have employees feel part of the
organization, and thus cultural development, by having a shared vision (Jung & Avolio, 2000).
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When leaders listen to their employees and followers, and are enthusiastically encouraging them
to be successful in the vision, the organization will be more effective. In The Leadership
Challenge, Kouzes and Posner (2007) postulate that it is imperative to enlist others as they
appeal to common ideals and animate the vision:
Successfully engaging in these two essentials can produce very powerful results. In our
research we found that when leaders effectively communicate a vision – whether it’s to
one person, a small group, or a large organization – constituents report significantly
higher levels of job satisfaction, motivation, commitment, loyalty, team spirit,
productivity, and profitability. (p. 133)
The inspirational motivator is able to stimulate excitement through a shared vision and
motivation (Northouse, 2010; Stone et al., 2004; van Eeden et al., 2008). Like a motivational
speaker, the leader elicits an emotional bond between the leader, employees, and the
organization. Through various communication methods, including written correspondence, oneon-one chats, team meetings, or company wide presentations, leaders communicate their vision,
goals, and expectations (van Eeden et al., 2008).
Through these inspirational communications the leader builds relationships which create
cultural bonds (Stone et al., 2004). Communication isn’t just important inside the organization.
According to Kouzes and Posner (2007):
leaders who are dedicated to getting extraordinary things done are open to receiving ideas
from anyone and anywhere…Because they never turn their backs on what is happening
outside the boundaries of their organizations, exemplary leaders are not caught by
surprise when the waves of change roll in. (pp. 181-182)
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Those leaders who communicate well, and elicit an emotional response from their
employees foster enthusiasm throughout the organization by shifting values of all parties toward
a common goal (Stone et al., 2004).
The intellectual stimulation factor of transformational leaders “stimulate their followers’
efforts to be innovative and creative by questioning assumptions, refraining problems, and
approaching old situations in new ways” (Bass, 1998, pp. 5-6). It is in this constant search of
innovation, both individual and organizationally, that leaders encourage people to stretch and
grow (Kouzes & Posner, 2007).
This type of leadership inspires employees to think outside of the box and search for new
ways of doing business and solving problems. Intellectual stimulation promotes intelligence,
rationality, and careful problem solving (Bass, 1990). When employees make mistakes the
leader should not publically criticize to punish (Bass, 1990; Stone et al., 2004). Instead the
leader solicits and encourages employees to be creative, which builds organizational community
in solving problems (Bass, 1998).
Employees, and leaders, are encouraged to question process on the path towards greater
innovation,
Questioning the status quo is not only for leaders. Effective leaders create a climate in
which others feel comfortable doing the same. If your organization is going to be the
best it can be, everyone has to feel comfortable in speaking up and taking the initiative.
(Kouzes & Posner, 2007, p. 186)
Employees who do this should not be made to feel ashamed or punished if their ideas do
not match with the leaders preconceived ideas or processes (Bass, 1990, 1998; Bass & Riggio,
2006).
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The final aspect of transformational leadership is that of individualized consideration. In
this factor the leader acts as a coach and mentor to the individual employee (Northouse, 2010).
By doing this the leader encourages individuals to achieve and grow (Avolio & Bass, 2002)
through constant communication, listening, and feedback (Bass, 1998; Connors & Smith, 1999).
During the coaching phase the leader may delegate tasks (not to be confused with
transactional leadership) that cause the employee to grow and be challenged (Bass, 1998;
Northouse, 2010). Edgar H. Schein described this phenomenon as learning:
A paradox of learning leadership is that the leader must be able not only to lead but also
to listen, to involve the group in achieving its own insights into its cultural dilemmas, and
to be genuinely participative in his or her approach to learning and change…The leader
must recognize that, in the end, cognitive redefinition must occur inside the heads of
many members of the organization, and that will happen only if they are actively
involved in the process. (Schein, 2010, pp. 382-383)
It is the individuals who make of the organization and its culture. When the leader sets
the precedence and expectation, by creating a culture of openness and transformation, the
organization will grow through higher levels of motivation (van Eeden et al., 2008).
Leaders who utilized transformational leadership tend to have employees and followers
who trust and respect their leaders and therefor are willing to follow and yield power to them
(Stone et al., 2004). Studies have suggested that leaders who exercise transformational
leadership are perceived to be more effective than the leaders who only demonstrate
transactional leadership (Lowe & Galen Kroeck, 1996; Northouse, 2010).
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Table 1
Transformational Leadership Attributes
Functional Attributes

Accompanying Attributes

1) Idealized influence/charisma

Vision
Trust
Respect
Risk-sharing
Integrity
Modeling

2) Inspirational motivation

Commitment to goals
Communication
Enthusiasm

3) Intellectual stimulation

Rationality
Problem solving

4) Individualized consideration

Personal attention
Mentoring
Listening
Empowerment

Note. Adapted from Stone, A.G., Russell, R.F., & Patterson, K. (2004). Transformational
versus servant leadership: A difference in leader focus. Leadership & Organization Development
Journal, 25(4), 349-361. Copyright 2004 by The Emerald Register.
Multifactor Leadership Questionnaire
The Multifactor Leadership Questionnaire, (MLQ), is a self-rated instrument that
identifies leadership styles and behaviors that have been correlated to both organizational and
individual success. This valid and reliable instrument is available from Mind Garden, Inc. and is
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comprised of 45 questions. It is anticipated that each participant will complete the assessment in
15 minutes (Avolio & Bass, 2004).
The MLQ uses a Likert-scale for all questions, and each question is required. The scale
consists of (0) not at all; (1) once in a while; (2) sometimes; (3) fairly often; and (4) frequently, if
not always (Avolio & Bass, 2004).
The MLQ measures leadership behaviors and styles, and defines outcomes based on what
Bass and Avolio describe as full range leadership (Antonakis, Avolio, & Sivasubramaniam,
2003b; Avolio, 2011; Avolio & Bass, 2004) and identifies characteristics and behaviors of
leadership. The full range leadership model is outlined into three different characteristics, namely
transformational, transactional, and passive/avoidant.
The instrument measures (Avolio & Bass, 2004) three different characteristics and nine
different scales (see Table 2).
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Table 2
MLQ Characteristics, Scales, and Scale Abbreviations
Characteristic

Scale Name

Scale Abbreviations

Transformational

Idealized Attributes or

IA or II(A)

Idealized Influence (Attributes)
Transformational

Idealized Behaviors or

IB or II(B)

Idealized Influence
(Behaviors)
Transformational

Inspirational Motivation

IM

Transformational

Intellectual Stimulation

IS

Transformational

Individual Consideration

IC

Transactional

Contingent Reward

CR

Transactional

Management by Exception

MBEA

(Active)
Passive Avoidant

Management by Exception

MBEP

(Passive)
Passive Avoidant

Laissez-faire

LF

Note. Avolio, B. J., & Bass, B. M. (2004). Multifactor Leadership Questionnaire Manual and
Sample Set (3rd ed.). Menlo Park, CA: Mind Garden, Inc. Copyright 1995, 2000, 2004 by
Bernard Bass and Bruce Avolio.
The MLQ scale scores are average scores for each individual scale. The instrument asks
questions that relate to the nine scales and each scale has for correlated questions each, giving a
total of 36 questions. There are nine additional questions that relate to extra effort, effectiveness,
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and satisfaction (Avolio & Bass, 2004). The full range leadership (Avolio, 2011) measured by
the MLQ is consistent with the leadership styles discussed in the literature review thus far.
There are several other assessments that quantify leadership behaviors including the
Leadership Practices Inventory (Posner & Kouzes, 1993), Center for Creative Leadership
Benchmarks ® (McCauley & Van Velsor, 2004), and the Leadership Behavior Analysis
(Blanchard, 2015). Each of the mentioned assessments are based wholly, or in-part, on a 360
rating. The MLQ 5X is self-rated and not dependent upon a larger pool of respondents or
complexity. For the purpose of this study the MLQ 5x will be utilized.
MLQ example questions. Although the license does not allow for full reproduction of the
instrument in a final dissertation, the researcher is allowed to present up to three questions from
the MLQ as an example. The questionnaire is answered based on the respondents perception of
what they believe their leadership style is (Avolio & Bass, 2004). The sample questions would
be answered using a likert scale of Not at all (0) to Frequently, if not always (4).


I provide others with assistance in exchange for their efforts…..0 1 2 3 4



I avoid getting involved when important issues arise…..0 1 2 3 4



I spend time teaching and coaching…..0 1 2 3 4

MLQ reliability. The MLQ has shown evidence of being a reliable instrument and internally
consistent and stable over time (Avolio & Bass, 2004). Intercorrelated scores range from .70 to
.83 (see Table 3) and is considered an acceptable range of reliability coefficients (McMillan &
Schumacher, 2014).
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Table 3
Intercorrelations of MLQ Scores
II(A)

II(B)

IM

IS

IC

CR

MBEA

MBEP

II(A)

(.75)

II(B)

.64

(.70)

IM

.68

.68

(.83)

IS

.64

.59

.59

(.75)

IC

.71

.60

.59

.68

(.77)

CR

.67

.61

.62

.61

.68

(.69)

MBEA

-.07

.02

.08

-.01

-.12

.01

(.75)

MBEP

-.36

-.27

-.30

-.33

-.32

-.32

.10

(.70)

LF

-.49

-.34

-.37

-.39

-.42

-.44

.08

.61

LF

(.71)

Note. Number in parentheses are reliability scores. Avolio, B. J., & Bass, B. M. (2004).
Multifactor Leadership Questionnaire Manual and Sample Set (3rd ed.). Menlo Park, CA: Mind
Garden, Inc. Copyright 1995, 2000, 2004 Bass & Avolio
MLQ validity. The MLQ has shown evidence of being a valid instrument (Avolio &
Bass, 2004) that allow researchers to “draw meaningful and useful inferences from scores”
(Creswell, 2009, p. 149). In a meta-analysis of MLQ studies, Lowe & Galen Kroeck (1996)
found that the MLQ has been used in various public and private corporations including military,
financial, government, research and development, health care, and academia, and found that the
instrument is valid across the domains. External validity reported that there is a strong positive
correlation between the components of transformational and transactional leadership (Avolio &
Bass, 2004; Lowe & Galen Kroeck, 1996).
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Positive Organizational Behavior
While president of the American Psychology Association, Martin Seligman, introduced
the term positive psychology (M. E. Seligman, 1998). Between World War II and the later
1900s, “traditional psychology focused almost exclusively on human pathology, or on what is
wrong with and lacking in individuals” (Cameron, Dutton, & Quinn, 2003a, p. 7). This view of
what is wrong led psychologists to focus on fixing broken people and problems (F. Luthans &
Church, 2002; M. E. P. Seligman & Csikszentmihalyi, 2000). Psychologist after the war realized
that they could make a living treating patients with mental illness (M. E. P. Seligman &
Csikszentmihalyi, 2000). The announcement by Seligman based on the new focal point of
positive psychology caused psychologist and academics alike to research the impact of positivity
and strengths in a work setting (F. Luthans & Avolio, 2009; F. Luthans & Church, 2002) and not
just in a clinical setting (M. E. P. Seligman & Csikszentmihalyi, 2000).
The term positive organizational behavior, or POB, was introduced in academic articles
and research 13 years ago (F. Luthans, 2002; F. Luthans & Avolio, 2009; F. Luthans & Church,
2002). This shift from negative to positive focus developed a psychological movement that
strived to understand the scientific methodology and theoretical understanding that allows
“individuals, groups, organizations, and communities to thrive and prosper” (F. Luthans &
Church, 2002, p. 58). Described as one of the fathers of Positive Organizational Behavior, Fred
Luthans defines POB as “the study and application of positively oriented human resource
strengths and psychological capacities that can be measured, developed, and effectively managed
for performance improvement in today’s workplace” (F. Luthans & Church, 2002, p. 59).
Within the definition of POB, is found the principle that POB should be measured,
developed and managed. Kim Cameron and Gretchen Spreitzer (2012) suggest that there are five
focal needs that researchers should address:
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The need for more positivity. Seligman contested that the psychological viewpoint for
the preceding 50 years maintained that individuals were broken and thus needed to be
fixed (M. E. P. Seligman & Csikszentmihalyi, 2000). One of the main tenets of POB
is to discover what is right with an individual and learn from the strengths (Cameron
& Spreitzer, 2012).



The need for evidence based positivity. Hoping on the bandwagon, New York Times
best selling authors wrote self-help books that were based on positivity. Authors such
as Steven Covey, Kerry Patterson, and Jim Collins brought to light the importance of
positivity. Their books, however, did not hold full academic rigor (F. Luthans &
Avolio, 2009) and if POB is to stand on it’s own will need to be backed by science
(Cameron & Spreitzer, 2012; F. Luthans & Avolio, 2009).



The need for uniqueness. The concept of positive psychology is not entirely new.
Maslow included a chapter is his 1954 book on Motivation and Personality titled
“Toward a Positive Psychology.” The call for a unique focal research study is what
Luthans and Avolio (2009) termed “old wine, old bottles, but perhaps a new
restaurant” in an effort to engage new ways of approaching the constructs.



The need for developmental approach. Closely related to the concept of the need for
uniqueness, the new developmental approach is intended to address state-like
(Youssef & Luthans, 2007) behaviors and capacities. State-like behaviors are those
that can be flexed, developed, and matriculated. The new development approach that
focuses on traits that can be built upon is beneficial to the workplace positivity (Avey,
Luthans et al., 2010; Cameron & Spreitzer, 2012; Youssef & Luthans, 2007).
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The need for performance orientation. In today’s competitive market, it is vital that
organizations focus on training and development programs that positively impact the
bottom line through performance improvement (Avey, Luthans et al., 2010; F.
Luthans, Youssef et al., 2007). POB focuses on performance improvement
measurements that have quantifiable impact on the organization (Cameron &
Spreitzer, 2012).

Four positive psychology behaviors that fit the POB principle of being measured,
developed, and managed are hope (C. R. Snyder, 2002), self-efficacy (Bandura, 1997b),
resiliency (Masten & Reed, 2002), and optimism (M. E. Seligman, 1998). The four constructs of
hope, efficacy, resiliency, and optimism are the four constructs (C. R. Snyder & Lopez, 2005)
found within psychological capital (F. Luthans & Avolio, 2003; F. Luthans & Church, 2002).
The topic of psychological capital will be covered in greater detail later in the chapter.
To further understand the potential impact of positive organizational behavior, it is
important to discuss state and trait behaviors. Avey, Luthans, and Mhatre (2008) proposed that
the difference between positive state and positive trait is where each falls on a continuum (see
Figure 6). Positive states are those that are changeable and malleable (Avey et al., 2008)
denoting that they can be learned, practiced, and improved upon. The positive states found
within POB, specifically PsyCap, are more stable than emotions, mood, or happiness (Youssef &
Luthans, 2007). Traits, on the other hand, are more ingrained, relatively stable, and not easily
changed (F. Luthans & Youssef, 2007).
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Figure 6. Positive state and positive trait continuum
In a study conducted by Avey, Luthans, and Mhatre (2008) they found that the “core selfevaluation traits were the most stable (.87), followed by personality (.76), PsyCap (.52), and
positive emotions (.46)” (see Figure 7). As such they deemed that the differences between state
and trait have more to do with the degree of stability as opposed to a separation of trait and state
(Avey et al., 2008). This continuum would show that PsyCap is more stable than emotions, and
less stable than personality traits.

Figure 7. Positive emotion to core traits continuum
Luthans et al., (2007) further clarifies the differences between state-like and traits:


Positive States – momentary and very changeable; represents our feelings. Examples
could include pleasure, positive moods, and happiness.



“State-Like” – relatively malleable and open to development; the constructs could
include not only efficacy, hope resilience, and optimism, but also a case has been
made for positive constructs such as wisdom, well-being, gratitude, forgiveness, and
courage as having “state-like” properties as well (F. Luthans & Youssef, 2007).
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“Trait-Like” – relatively stable and difficult to change; represents personality factors
and strengths. Examples could include the Big Five personality dimensions, core selfevaluations, and character strengths and virtues.



Positive Traits – very stable, fixed, and very difficult to change. Examples could
include intelligence, talents, and positive heritable characteristics.

The discussion of state like versus trait like behaviors is important. The behaviors that are
state-like tend to be malleable, and therefore can be improved upon and developed (F. Luthans &
Avolio, 2003; F. Luthans & Church, 2002; Youssef & Luthans, 2007). The state-like behaviors
that the researcher will explore are hope, self-efficacy, resilience, and optimism. The
combination of those four behaviors constructs the foundation of Psychological Capital.
Psychological Capital
Psychological capital is considered a subset of organizational behavior and positive
organizational outcomes (Avey, Luthans et al., 2010; F. Luthans et al., 2010). Specifically,
psychological capital, PsyCap, impacts both the personal and work life by attaining “high levels
of employee psychological well-being” (F. Luthans et al., 2010). The definition that Luthans,
Youssef, and Avolio (2007) give to describe psychological capital is:
PsyCap is an individual’s positive psychological state of development and is
characterized by: (a) having confidence (self-efficacy) to take on and put in the necessary
effort to succeed at challenging tasks; (b) making a positive attribution (optimism) about
succeeding now and in the future; (c) persevering toward goals and, when necessary,
redirecting paths to goals (hope) in order to succeed; and (d) when beset by problems and
adversity, sustaining and bouncing back and even beyond (resiliency) to attain success.
(F. Luthans, Youssef, et al., 2007, pp. 1)
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The four traits that PsyCap focuses on are self-efficacy, optimism, hope, and resiliency
(Avey, Luthans et al., 2010; Cameron et al., 2003b; F. Luthans et al., 2006). PsyCap can be
utilized to explore the efficacy of team performance as well as individual performance (F.
Luthans, Avolio, & Avey, 2014; S. J. Peterson, Luthans, Avolio, Walumbwa, & Zhang, 2011).
There is evidence that individuals and collective teams that have high psychological capital also
have desirable characteristics such as satisfaction, performance, and well-being (S. J. Peterson et
al., 2011; Youssef & Luthans, 2007); individuals and teams that how low psychological capital
tend to have less desirable characteristics such as attrition, deviance, and cynicism (S. J. Peterson
et al., 2011). Figure 8, adapted from research conducted by Avey, Reichard et al. (2011)
represents the different attributes and summarizes the relationships of desirable and undesirable
attitudes of psychological capital. The meta-analysis conducted by Avey et al. found that
psychological capital “on average increased positive outcomes by 28%, while decreasing the
negative outcomes by 24%” (Avey, Reichard et al., 2011, p. 146).

Figure 8. Positive and negative effect of PsyCap
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Self-efficacy. Self-efficacy, or confidence, is the belief that an individual can impact the
outcome of a situation through ones own capabilities, cognitive ability, and motivation (Bandura,
1997a; Newman, Ucbasaran, Zhu, & Hirst, 2014; Stajkovic & Luthans, 1998a). Self-efficacy has
been studied deeply and has theoretical and research support (Bandura, 1986, 1997b, 2009).
Of the four psychological capacities, research on self-efficacy is arguably the “most
extensive and accepted” (F. Luthans et al., 2006). Studies have shown that there is a strong
positive relationship with work-related performance (Bandura, 2009; F. Luthans et al., 2006;
Stajkovic & Luthans, 1998a) and Luthans et al. (2007) further elucidates that individuals that are
more “self-efficacious are distinguished by five important characteristics” (p. 38).


They set high goals for themselves and self-select into difficult tasks.



They welcome and thrive on challenge.



They are highly self-motivated.



They invest the necessary effort to accomplish their goals.



When faced with obstacles, they persevere.

Individuals with the five characteristics have the ability and capacity to perform
effectively with less leadership input and direction (F. Luthans, Youssef et al., 2007). Their
ability to focus on the challenges and rise above times of trouble, stress, obstacles, or previous
failure has little effect on their self-efficacious belief in their ability to overcome the challenges
(Bandura & Locke, 2003). Thus, those individuals that have higher efficacy levels are more
productive in the workplace (Bandura, 2009; F. Luthans, Youssef et al., 2007).
The belief in one’s own capabilities stems from the “agentic perspective of social
cognitive theory” (Bandura, 1997b, 2009). Agentic, or to be one’s own agent, lends to the belief
that a person can contribute and change potential outcomes and not be a product of the

37
environment or circumstances (Bandura, 2009). Within the construct of authentic leadership,
Luthans and Avolio (2003, p. 252) further expanded Bandura's initial research by pontificating:
The more efficacious the individual: (a) the more likely the choice will be made to really get
into the task and welcome the challenge, (b) for more effort and motivation will be given to
successfully accomplish the task, and (c) the more persistence there will be when obstacles
are encountered.
The highly self-efficacious individual as described by Bandura would be considered a
high performer and tend to have higher individual sales performance numbers (S. J. Peterson et
al., 2011).
Optimism. Based on the seminal works of Martin Seligman (M. E. Seligman, 1998; M.
E. P. Seligman, 2006; M. E. P. Seligman & Csikszentmihalyi, 2000), optimism is an
“explanatory style that attributes positive events to personal, permanent, and pervasive causes
and interprets negative events in terms of external, temporary, and situation-specific factors” (F.
Luthans, Youssef et al., 2007, pp. 90-91). Optimists generally take credit for what they have
accomplished and have a belief that the desired outcomes are in their control (F. Luthans,
Youssef et al., 2007). When faced with negative conditions or feedback, an optimist will view
the event through a lens of curiosity that may rationalize the negative feedback. Those that have
an optimist viewpoint often appear happier (Scheier & Carver, 1985; M. E. P. Seligman, 2006)
and more energized both physically and mentally (F. Luthans & Avolio, 2003).
The flip side of optimism is pessimism. A pessimist may view the negative feedback as a
personal character flaw and tend to blame themselves for the negative feedback (F. Luthans,
Youssef et al., 2007). If something positive does impact the pessimist, they may chalk up the
experience and feedback as good luck or timing. By nature, pessimists tend to have the
appearance of being glum or negative (Scheier & Carver, 1985).
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Optimism “is not simply cold cognition, and if we forget the emotional flavor that
pervades optimism, we can make a little sense of the fact that optimism is both motivated and
motivating” (C. Peterson, 2000, p. 45). Individuals that have higher optimism are more
motivated to work harder; have higher morale; develop stretch goals; persevere in the face of
difficulty; have higher aspirations; and view setbacks or failures as temporary (F. Luthans,
2003). It could be said that optimism breeds and leads to success (Sharot, 2011).
Researchers suggest that optimism is state-like based on theory and empirical evidence
(F. Luthans & Avolio, 2003; F. Luthans, Youssef et al., 2007; M. E. P. Seligman, 2006). Those
that have higher optimism positively impact individual workplace performance (F. Luthans,
Avolio, Avey, & Norman, 2007; M. E. Seligman, 1998) as well as sports, politics, and other
facets of life (C. Peterson & Seligman, 2004).
Hope. C.R.Snyder, in his book Psychology of Hope: You can Get Here from There,
proposes that “Hope is the sum of the mental willpower and waypower that you have for your
goals” (C. R. Snyder, 1994, p. 5). Hope can be broken down into three distinct components –
goals, willpower, and waypower.
A goal is a potential outcome, target, or desire that we have imagined (C. R. Snyder,
1994). Therefore a goal is something that we want to obtain or accomplish. One simplistic model
for a goal is to compare two different states with an individuals anticipation of moving from
State A to State B (see Figure 9). Snyder clarified the term goal as a thinking state that enables
the individual to determine realistic outcomes through mental targets and action sequences (C. R.
Snyder, 2002). Although there are two types of goals, including short and long term, goal
efficacy is derived more particularly from specific goals rather than vague reflections (C. R.
Snyder, 2002). The goals an individual sets become the anchor under which willpower and
waypower exist.
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Figure 9. Goal to move from State A to State B

The willpower aspect of hope sets the stage for the directed energy and control (see
Figure 10) that an individual will put forth to accomplish the goal (F. Luthans, Youssef et al.,
2007). Researchers further describe willpower as agency or agency thinking (F. Luthans,
Youssef et al., 2007; C. R. Snyder, 2002). This aspect of hope is described as a positive
motivation to accomplish the task or goal (F. Luthans, Youssef et al., 2007).

Figure 10. Willpower
Waypower is an individual’s ability to create a pathway in order to accomplish the goal
that one anticipates completing (C. R. Snyder, 2002). Those with low hope tend to only see or
explore one pathway that they can migrate; while an individual with high hope can implore
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several different pathways (see Figure 10) in order to accomplish goal (C. R. Snyder, 1999,
2002). Luthans further describes waypower as a pathway (F. Luthans, Youssef, et al., 2007).

Figure 11. Waypower

Although hope appears to be similar to efficacy, optimism, and resiliency, Snyder et al.
(1996) has established independent measurement and discriminate validity between the four
constructs and further clarifies that the four constructs are not a proxy for one another. The
combination of willpower and waypower to achieve a realistic goal is the basis for the construct
of hope found within psychological capital (F. Luthans & Avolio, 2003).
Several researchers have found the positive relationship between workplace performance
and hope (F. Luthans, 2002; F. Luthans, Avolio, Avey et al., 2007; F. Luthans, Youssef et al.,
2007). Adams et al., found that there is a positive relationship between employee hope and
organizational profitability (Adams et al., 2003).
Resiliency. Psychologist definition of resiliency have traditionally focused on the ability
for at-risk children to recover from abuse and dysfunctional families and then lead “normal”
lives (F. Luthans, Youssef et al., 2007). Positive organizational psychology prefers to look at the
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positive construct on resiliency and define it is “as the ability or capacity to rebound or bounce
back from adversity, uncertainty, conflict, failure, or even positive change, progress, increase
responsibility” (F. Luthans & Avolio, 2003, p. 255). The essence of resiliency is an individual’s
ability to bounce back regardless of a positive or negative situation.
Individuals that are resilient in nature possess “three characteristics: the staunch
acceptance of reality; a deep belief, often buttressed by strongly held values, that life is
meaningful; and an uncanny ability to improvise” (Coutu, 2002, p. 48). Resilience has a
significant positive relationship with an attitude of satisfaction, commitment, and happiness (F.
Luthans et al., 2014) as well as job satisfaction (Larson & Luthans, 2006).
Resiliency can be developed utilizing three factors: a) risks, to reduce stressors; b) assets,
to improve the amount or quality of resources; and c) process, to mobilize psychological
adaptation systems (Larson & Luthans, 2006; F. Luthans & Avolio, 2003; Masten & Reed,
2002). Sutcliffe and Vogus (2003) suggest that individuals are much more likely to be resilient if
they have the sufficient quality resources (i.e., human, social, emotional capital), and when they
can master their motivation by recalling experiences that build their resiliency. When resources
and mobility are employed, it reduces the risks and stressors (Masten & Reed, 2002; Sutcliffe &
Vogus, 2003).
Resiliency is considered developmental and adaptable (Sutcliffe & Vogus, 2003) and
therefore is state-like in nature (F. Luthans & Avolio, 2003). Unlike hope, optimism, and selfefficacy, resiliency is reactionary (Larson & Luthans, 2006). The reactionary system of
resiliency is impacted by the usage of support persons to develop systems to overcome negative
environments (Larson & Luthans, 2006).
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Psychological Capital Questionnaire
The four variables of psychological capital of self-efficacy, hope, optimism, and
resiliency work together to create a multi-dimensional construct (Law, Chi-Sum, & Mobley,
1998) and as such are considered a psychological resource (Hobfoll, 2002).
Psychological Capital (PsyCap) is “an individual’s positive psychological state of
development and is characterized by: (1) having confidence (self-efficacy) to take on and put in
the necessary effort to succeed at challenging tasks; (2) making a positive attribution (optimism)
about succeeding now and in the future; (3) persevering toward goals and, when necessary,
redirecting paths to goals (hope) in order to succeed; and (4) when beset by problems and
adversity, sustaining and bouncing back and even beyond (resilience) to attain success.” (F.
Luthans, Youssef et al., 2007, p. 3).
The Psychological Capital Questionnaire is a 24-question instrument that has been
studied in research and “has undergone extensive psychometric analyses and support from
samples representing service, manufacturing, education, high-tech, military and cross cultural
sectors” (F. Luthans, Avolio, & Avey, 2007, p. 4). The four dimensions that PsyCap measures
are hope, efficacy, resilience, and optimism.
The instrument is a self-evaluation where the individuals will select how much they agree
with the statements in the questionnaire. The 24 questions are all based on a six-point likert scale
(see Figure 12) and are rated by the individual.

Figure 12. PCQ Six-point likert scale
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The PCQ scores are calculated by averaging all of the responses for a given dimension.
Each of the four constructs of PsyCap is measured individually based on the construct being
measured (F. Luthans et al., 2014). The higher the average score of the construct, the more likely
the individual will utilize the construct. Therefore, if a person scores high in resilience, they will
more likely recover or bounce back after adversity or conflict (F. Luthans et al., 2014). Similarly,
a high average score for hope would denote that the individual is more likely to develop multiple
pathways to accomplish a goal (F. Luthans et al., 2014).
Although each construct is measured and averaged individually by group, the aggregate
of the four combined constructs show that there is a high relationship with performance
compared to each construct individually (F. Luthans et al., 2014). Luthans, Avolio et al., (2007)
clarified this point by denoting that the overall PsyCap aggregate was related to performance and
satisfaction compared to the each of the constructs alone.
Each of the scales within the instrument are relevant to the workplace (F. Luthans et al.,
2014; F. Luthans, Youssef et al., 2007). The results from the PCQ, specifically for higher
aggregate PsyCap scores, show a statistically significant relationship to workplace performance
and satisfaction (F. Luthans, Youssef et al., 2007).
PCQ reliability. The PCQ instrument is calculated to be reliable and the overall PsyCap
measurement is consistently above the conventional standards (F. Luthans, Avolio, & Avey,
2007). According to Luthans et al. (2007) the “Cronbach alphas were as follows: hope (.72, .75,
.80, .76); efficacy (.75, .84, .85, .75); resilience (.71, .71, .66, .72); optimism (.74, .69, .76, .79);
and overall PsyCap (.88, .89, .89, .89)” (p. 555). Although two of the samples fell below the .70
threshold, the overall PsyCap demonstrates the reliability.
PCQ validity. The four constructs of efficacy, hope, resilience, and optimism have
shown to have discriminant validity in several studies (Bryant & Cvengros, 2004; Carifio &

44
Rhodes, 2002; Dawkins, Martin, Scott, & Sanderson, 2013; Magaletta & Oliver, 1999).
Furthermore, each unique construct, when added upon each other, suggests convergent validity
(F. Luthans, Youssef et al., 2007). According to the PCQ Manual (F. Luthans et al., 2014) is not
related to age, education, or the personality dimensions of agreeableness and openness. It does,
however, have a “strong positive relationship with core self-evaluations (.60)” (F. Luthans et al.,
2014, p. 21).
Productivity
Can leadership and leadership styles impact organizational effectiveness? This question
has been at the heart of leadership effectiveness studies.
Lieberson and O’Connor (1972) suggest that leadership is a variable that does not impact
organizational performance of an company due to the organizations environmental constraints.
They argued that the leadership variance has a smaller effect on sales and net earnings and “has a
strong effect on profit margins” (Lieberson & O'Connor, 1972, p. 129). Their duplicitous
comments seem to contradict each other and gives evidence to the idea that the measurement of
performance has been contested (Liu & Van Dooren, 2015).
Joseph Latona (1972) strived to answer Lieberson’s and O’Connor’s viewpoint of
leadership and productivity with a more positive approach on how leadership behaviors produce
productive organizations. A year long study of nine metropolitan offices (Latona, 1972) found
that leaders which embodied a democratic leadership trait had 18 % higher group productivity
compared to the next highest group. The leaders that maintained a democratic leadership trait
tended to (Latona, 1972):


Be a spokesperson and defender for their employees



Allowed for increased interaction between employees
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Encouraged group goals



Allowed employees to be part of the decision making process



Utilized rewards to motivate employees

Measuring Productivity
“An organization is productive if it achieves its goals by transforming inputs into outputs
at the lowest cost. Thus productivity requires both effectiveness and efficiency” (Robbins &
Judge, 2011, p. 24). Productivity can be measured in a variety of ways including absenteeism
(Gosselin, Lemyre, & Corneil, 2013), attrition (Chang & Tuckman, 1991), revenue (Petersen,
2007), and job satisfaction (Petty, McGee, & Cavender, 1984).
Transformational Leadership Impact on Productivity
The effects of transformational leadership can be felt at all levels of an organization (Bass
& Avolio, 1993). Shannahan, Bush, and Shannahan (2013) suggest that transactional leaders
impact the organization by a) generating employee effort, b) increase employee expectations, c)
increase employee goal accomplishment, d) develop employee efficacy, and e) creating
employee personal commitment. It has been found that transformational leaders that embody
charismatic behaviors increase productivity, performance, and job satisfaction (Masi, 2000).
Idealized influence attributes. According to Avolio and Bass (2004), leaders that have
idealized influence attributes are respected by their employee because they instill pride, develop
others for the good of the group, and build respect within the team. Research has found that
leaders that have attributes that influence their teams through idealized influence attributes have
a direct positive impact on organizational success and profitability (Valdiserri & Wilson, 2010).
Idealized influence behaviors. Leaders that have the idealized influence behaviors are
likely to talk about values, beliefs, purpose, and the ethical considerations (Avolio & Bass,
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2004). Bass (1985) suggested that the leaders that have idealized influence behaviors are
charismatic. The employees mimic the behaviors that the leaders demonstrate (Sadeghi & Pihie,
2012) and as such are role models (Moss & Ritossa, 2007). Research has found that leaders that
have attributes that influence their teams through idealized influence behaviors have a direct
positive impact on organizational success and profitability (Valdiserri & Wilson, 2010).
Inspirational motivation. The inspirational motivation leader finds meaningful work
and challenges for those that they lead (Avolio & Bass, 2004). This leader motivates others to
achieve higher results through developing a future vision that can be achieved. The goals and
vision that the leader sets are strengthened through optimism (Antonakis et al., 2003). Bass
(1997) found that the words that are used to create motivation in the sales process has a positive
impact on increased sales. Given this, inspirational motivation has an impact on productivity and
sales.
Intellectual stimulation. This transformational attribute encourages followers to be
innovative and creative (Limsila & Ogunlana, 2008) by questioning assumptions and seeking to
solve problems in new ways (Avolio & Bass, 2004). A study found that there is a significant
relationship between leaders that promote intellectual stimulation and unit financial sales success
(Barling, Weber, & Kelloway, 1996).
Individual consideration. This leadership attribute is demonstrated when leaders listen
with intent to understand the individual needs (Bass & Avolio, 1994) and provide coaching and
encouragement (Yukl, 2002). Shannahan, Bush, and Shannahan (2013) found that leaders that
coach sales teams have higher than average sales performance. They compared leaders that
coach to athletic coaches that develop athletes. The view they took did not state that the sales
performance was based on the leaders ability to coach, but rather the sales persons willingness to
be coached (Shannahan et al., 2013). Further insight into the coach and sales relationship is
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further defined by the symbiotic relationship between the two roles where “a sequence of
conversations and activities that provides ongoing feedback and encouragement to a salesperson
or sales team member with the goal of improving that person’s performance” (Corcoran, 1995, p.
118). Sales coaching is a substantial opportunity for organizations to improve sales performance
and productivity (Corcoran, 1995). Armstrong (2001) noted that the transformational leadership
style is similar to athletic and sales coaching, wherein the outcome is increased productivity.
Transactional Leadership Impact on Productivity
Transactional leadership has two sets of behaviors associated with being either
constructive or corrective (Avolio & Bass, 2000). These behavior are further explained through
contingent reward and management-by-exception: active.
Contingent reward. The constructive behavior is based upon a contingent reward
wherein there is an agreement between the leader and the employee in regards to the
expectations and performance standards (Avolio & Bass, 2004). Contingent reward is viewed as
having a positive effect on performance (Howell & Avolio, 1993) due to a leader setting and
expectation, and the employee agreeing to the expectation. The reward is based upon the
achievement of the expectations. Thus, contingent reward is positively related to employee
performance (Podsakoff, Todor, & Skov, 1982).
Management-by-exception: Active. This form of leadership is characterized by leaders
that focus on mistakes, exceptions, and deviations from expected employee performance (Avolio
& Bass, 2004). Leaders that actively seek negative exceptions impacted performance in a
negative manner, and as such negatively impacted organizational performance (Howell &
Avolio, 1993).
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Passive/Avoidant Behavior Impact on Productivity
Leaders that are passive or avoidant do not respond to organizational situations in a
systematic fashion (Avolio & Bass, 2004). This avoidant style has a negative impact on desired
outcomes and is further described as being either management-by-exception: passive or laissezfaire (Avolio & Bass, 2004).
Management-by-exception: Passive. The leader that is passive does not actively seek
out employee performance variances. This leader tends to wait until the problem becomes more
serious or waits until employee performance has demonstrated a chronic state of out of order
(Avolio & Bass, 2004). As leaders wait to address employee performance, it has a direct negative
impact on organizational performance (Howell & Avolio, 1993). The lack of feedback and
communication have a detrimental effect upon an employees individual performance (Valdiserri
& Wilson, 2010).
Laissez-faire. Leaders that are laissez-faire are not effective communicators and do not
promote employee contributions (McGuire & Kennerly, 2006). As leaders do not communicate,
or set organizational goals, responsibility for individual performance will erode (Eagly,
Johannesen-Schmidt, & van Engen, 2003) and organizational results will diminish (Bass & Bass,
2008). Valdiserri and Wilson (2010) found that laissez-faire leaders had the least positive effect
of organizational profitability, meaning that the unit leaders that were laissez-faire had the lowest
profitably when compared to units that had leaders that were either transformational or
transactional.
Leadership style impact on productivity. The following Table 4 lists each of the
leadership styles, as measured by the MLQ 5X and lists if there is a positive or negative impact
on productivity as measured by sales or profitability. The positive or negative impact on
productivity is based on the literature discussed earlier.
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Table 4
Leadership Attribute Impact on Productivity
Leadership Attribute

Impact on Productivity
Transformational Leadership

Idealized Influence

Positive

Idealized Behavior

Positive

Inspirational Motivation

Positive

Intellectual Stimulation

Positive

Individual Consideration

Positive
Transactional Leadership

Contingent Reward

Positive

Management-by-Exception: Active

Negative

Passive/Avoidant Behavior
Management-by-Exception: Passive

Negative

Laissez-Faire

Negative

Psychological Capital Impact on Productivity
Psychological Capital (PsyCap) is considered a higher order construct that includes the
human capacities of hope, optimism, resiliency, and self-efficacy (Avey, Nimnicht, & Pigeon,
2010). The four constructs together can predict job performance (F. Luthans, Youssef et al.,
2007).
Hope. The PsyCap capacity of hope is a combination of will-power and way-power to
obtain a goal or outcome (Snyder, 2000). Individuals with higher hope enjoy an ability to
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determine pathways (Snyder et al., 1991) that can generate new alternative routes (Avey,
Nimnicht et al., 2010). Research has found that sales and job performance increase as hope is
developed (S. J. Peterson & Byron, 2008). Productivity, as measured by sales quota
achievement, has been found to be positively correlated to hope (S. J. Peterson & Byron, 2008).
Optimism. This capacity is the individual belief that a person can experience positive
outcomes in life (Scheier & Carver, 1985). Research has found that individuals that are more
optimistic have a self-fulfilling prophecy for success (Schulman, 1999). When employees feel
that they are more likely to succeed, or are optimistic, they are less likely to give up (Avey,
Nimnicht et al., 2010). Therefore, optimism is tied to productivity.
Resiliency. The ability to bounce-back after being beset by setbacks and unanticipated
barriers to success is resiliency (Avey, Nimnicht et al., 2010). Many individuals have setbacks,
but those that have higher resiliency are more likely to regroup and set realistic goals (Bonanno,
2004). Research has found that individuals that have higher levels of resiliency have lower job
stress, higher job satisfaction, and increase job performance as measured by sales (Krush et al.,
2013).
Self-efficacy. Salespersons that have higher self-efficacy are more confident in their
ability to sell, find that the sales process seemed easier, and closed negotiations at higher sales
prices (Chowdhury, 1993). Bandura (1997b) suggests that when self-efficacy is high that the
sales person is more apt to attempt a given task due to the belief that they will be successful. This
would suggest that self-efficacy positively impacts employee performance.
Psychological capital and impact on productivity. Table 5 lists the four constructs on
PsyCap and the impact each has on productivity based on the research and previous
explanations. All four capacities have been shown to have a positive impact on productivity.
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Table 5
Psychological Capital Capacity Impact on Productivity
Psychological Capital Capacities

Impact on Productivity

Hope

Positive

Optimism

Positive

Resiliency

Positive

Self-Efficacy

Positive

Summary
Leadership theories and practices have been studied for many years and there has been a
plethora of evidence that shows that effective leaders impact organizational goals and success
(Bass & Avolio, 1994; Lowe & Galen Kroeck, 1996; F. Luthans & Avolio, 2003; Mulki,
Caemmerer, & Heggde, 2015; Zacher & Jimmieson, 2013). The literature review focused on the
leadership styles that are transformational, transactional, and passive/avoidant as researched by
Bernard Bass (Bass, 1990; Bass & Avolio, 1990, 1994; Bass & Bass, 2008) and found that
leaders that maintain a transformational leadership style that can be reliably measured by the
Multifactor Leadership Questionnaire “substantially correlated with measures of leader
effectiveness” (Bass & Riggio, 2005, p. 48).
Research further noted that transformational leaders embodied self-efficacy (Bandura,
1997b; Bass & Riggio, 2005; Stajkovic & Luthans, 1998a). Luthans & Avolio (2003) utilized the
research of Albert Bandura (Bandura, 1997b) to further the construct of social cognitive theory
to develop self-efficacy as a construct of positive organizational behavior (F. Luthans et al.,
2004). The research found that individuals and teams that have higher aggregate psychological
capital constructs of self-efficacy, optimism, hope, and resiliency tend to have higher
performance measurements (F. Luthans, Youssef et al., 2007).
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The literature does not seem to indicate if transformational leaders develop teams that
have higher psychological capital aggregate scores. This gap of knowledge clearly indicates the
need to further understand if leadership styles as measured by the MLQ impact team
psychological capital as measured by the PCQ. Furthermore, since there is not a clear indication
of correlation between leadership styles and PsyCap, there is no clear indication if performance
is impacted in a more positive manner for teams that have both transformational leadership styles
and high PsyCap.
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Chapter 3: Research Methods
Introduction and Purpose
Psychological capital has been shown to have a causal impact on employee sales revenue
(S. J. Peterson et al., 2011) meaning that sales associates that have a higher psychological capital
score are more likely to have higher sales revenue. The research further suggested that if leaders
focus on developing a singular psychological capital behavior, the other behaviors will increase
as well (Norman, Avolio, & Luthans, 2010).
Leaders that possess transformational leadership behaviors are more likely to develop
their employees (Warrick, 2011) which impacts sales efficacy and performance (Zacher &
Jimmieson, 2013).
The purpose of the study was to identify the proximal outcomes (hope, optimism,
efficacy, resiliency) and leadership styles and explore if they impacted productivity.
Additionally, the study strove to identify if there was a correlation between the psychological
capital, as measured by the Psychological Capital Questionnaire, of the sales associates and the
leadership styles, as measured by the Multifactor Leadership Questionnaire, of the management
team.
Restatement of Research Questions and Hypotheses
1. What correlation exists between the styles of leadership as measured by the MLQ 5X,
and psychological capital attributes (hope, efficacy, resiliency, and optimism) as
measured by the PCQ of the field sales associates?
2. Is there a correlation between the average sales per person and either psychological
capital of the field associates, the styles of leadership, or both?
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Hypothesis 1a: A district that possesses higher psychological capital will have
leaders who are transformational.



Hypothesis 1b: A district that has a lower psychological capital will have leaders
who are transactional.



Hypothesis 1c: A district that has a lower psychological capital will have leaders
who are laissez-faire.



Hypothesis 2a: A district that possesses psychological capital will have higher
than average sales per person.



Hypothesis 2b: A district that possesses more favorable leadership scores will
have higher than average sales per person.

Research Design
This study utilized quantitative methods using correlation analysis to determine the
relationship between the psychological capital of the followers and the style of leadership.
Furthermore, the study examined to see if there is a positive correlation between districts that
have higher psychological capital and higher productivity. The study also explored to see if the
districts that have higher productivity averages also have transformational leadership behaviors
within the leadership team.
The PsyCap and MLQ 5X instruments used in this study were surveys that provide a
“numeric description of trends, attitudes, or opinions of a population by studying a sample of that
population” (Creswell, 2009, p. 12). The data was examined to understand if a correlative
relationship exists between the data sets. A correlational study is “usually synonymous with nonexperimental or observational study; a study that simply observes the size and direction of a
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relationship among variables” (Shadish, Cook, & Campbell, 2001, p. 12). This study is
considered correlational, as it explored the relationship between two or more variables.
This study did not employ a causal study to identify if one behavior is leading to another,
or to ascertain if there is a “causal path” (Creswell, 2009) of behaviors. Instead the study focused
on examining leadership styles and psychological capital to determine if there was a correlation
between those two variables and productivity as measured by sales.
Sample
The sample population was gathered from individuals who work within the field sales
division of a nationwide home improvement corporation. During the study period the researcher
was an employee of the organization and as such this was a convenience sample. The field sales
organization is separated by region, namely Region 1, Region 2, and Region 3 (see APPENDIX
E).
Each region is then separated into areas, and then to districts. For example, there are five
areas in the Region 2. Each area is comprised of approximately three districts.
The leadership teams consist of the Regional Vice Presidents (RVP), Area General
Manager (AGM), and the District General Manager (DGM). These roles are administrative and
are considered leadership. The leadership teams completed the MLQ 5X.
The roles that are customer facing, and are considered the followers, are the Sales
Manager (SM), Manager in Training (MIT), and the Sales Associate (SA). This group of
followers completed the PCQ.
The goal of this study was to obtain data sets for three districts in the West Region, and
three districts in the South Region. This was intended to give an approximate sample of 120
respondents and represented about 10% of the total field sales staff.
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The leadership set of data was derived from the leadership staff in Region 1 and Region
2. It was comprised of the Regional Vice President for each region as well as the 9 Area General
Managers and 29 District General Managers. The total number of leadership in Region 1 and
Region 2 was approximately 80 individuals. All members of the leadership team were invited to
complete the MLQ 5X instrument. The MLQ 5X instrument will be discussed in greater detail
later in this chapter.
The follower team is comprised of the three sales roles, namely Sales Manager, Manager
in Training, and the Sales Associates. The number of followers that are in sales functions ebbs
and flows more with the season. During the summer of 2015, the total number of employees in
Region 1 and Region 2 approximated 550 employees across the differing leadership and follower
roles (see Table 6). Based on the number of Districts, there are roughly 20 Sales Associates in
each District. This approximation gave a total of 120 associates that completed the PCQ based on
the logic of choosing three districts from Region 1, and three districts from the Region 2.
Table 6
Employee Breakdown by Role
Role

Region 1

Region 2

Instrument

Regional Vice President (RVP)

1

1

MLQ

Area General Manager (AGM)

4

5

MLQ

District General Manager (DGM)

13

16

MLQ

Sales Manager (SM)

18

19

PCQ

Manager in Training (MIT)

23

29

PCQ

213

337

PCQ

Sales Associate
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As noted in Table 6, the RVP, AGM, and DGM will complete the MLQ 5X instrument.
The researcher examined the data to see if there was a significant correlation between the
leadership styles of the leadership team. For example, the researcher examined to see if the DGM
and the AGM have the same leadership styles.
Since this study was focused on the potential correlation between the leadership style
(MLQ 5X) and the PsyCap (PCQ) of the sales team, the first data set looked at the leadership
style of the DGM to determine if the PsyCap of the team that directly reports to the DGM is
correlative. To this end, the sales team was identified as a group, whereas the leadership styles
were specific to the leader that is directly tied hierarchically to the sales team.
Data Gathering Procedures
The researcher identified sales districts in Region 1 and sales districts in the Region 2.
Sales districts were identified by comparing the current monthly average of sales per person for
each district. Districts were chosen to fall within minus one standard deviation of the sales
average, plus one standard deviation of the sales average, and the sales average within the region.
The Regional Vice Presidents, Area General Sales Managers, and District General
Managers will complete the MLQ 5X. The researcher sent an email to the participants requesting
that they complete the online assessment. Respondents had 14 days after the email invitation was
sent to complete the assessment. A second email was sent 7 days after the original invitation
requesting that if they have not completed the survey to do so before the 14-day expiration. A
final email reminder was sent on the 11th day of the period again requesting the assessment to be
completed. The email invitation and reminder templates are found in the appendix.
The Sales Managers, Managers in Training, and Sales Associates completed the PCQ.
The researcher sent an email to the participants requesting that they complete the online PCQ
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assessment. Participants had 14 days to complete the assessment. A second email was sent 7
days after the original invitation requesting that if they have not completed the survey to do so
before the 14-day expiration. A final email reminder was sent on the 11th day of the period
requesting the assessment to be completed. The email invitation and reminder templates are
found in the appendix.
The home improvement organization currently has three regions, namely Region 1,
Region 2, and Region 3. The southern states are represented in the Region 1 and Region 2. All
50 states and Puerto Rico are represented in the three regions.
The regions are comprised of areas, and then districts. There are a total of 13 areas and 44
districts found within the 3 regions. Each district has at least one Sales Manager, and some have
two Sales Managers. There is an average of 20 Sales Associates and 1 Manager in Training in
each district office.
The leadership team that completed the MLQ 5X was comprised of 2 of the 3 Regional
Vice Presidents, the Area General Mangers assigned to the 2 regions, and the District General
Manager from each office. In order to keep the leadership team results anonymous, the Regional
Vice Presidents, Area General Manager, and District General Manager results were combined to
represent the leadership team. By combining the assessment results the individual responses
were not identified, thus keeping full anonymity and confidentiality. The MLQ 5X instrument is
45 questions and will took the respondent approximately 20 minutes to complete.
The District Sales Managers, Managers in Training, and Sales Associates completed the
PCQ. The districts will be selected based upon average sales per associate. The averages were
computed per district, and not per individual sales associate. By identifying sales average per
district the individual sales associate sales figures were not known and the associates remained
anonymous. All individual assessment results will remain confidential and will not be known to
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the researcher. The PCQ is 24 questions and took the respondents approximately 10 minutes to
complete.
Research Instruments
In order to comprehend to leadership styles of the management team as well as the
psychological capital of the sales associates, two instruments were utilized.
Multifactor leadership questionnaire. The Multifactor Leadership Questionnaire,
(MLQ), is a self-rated instrument that identifies leadership styles and behaviors that have been
correlated to both organizational and individual success. This valid and reliable instrument is
available from Mind Garden, Inc. and is comprised of 45 questions. The researcher purchased a
license to administer 100 online surveys utilizing the MLQ 5X short form. It is anticipated that
each participant will complete the assessment in 15 minutes (Avolio & Bass, 2004)
The MLQ 5X uses a Likert-scale for all questions, and each question is required. The
scale consists of (0) not at all; (1) once in a while; (2) sometimes; (3) fairly often; and (4)
frequently, if not always (Avolio & Bass, 2004).
The MLQ 5X measures leadership behaviors and styles, and defines outcomes based on
what Bass and Avolio describe as full range leadership (Antonakis et al., 2003b; Avolio, 2011;
Avolio & Bass, 2004) and identifies characteristics and behaviors of leadership. The full range
leadership model is outlined into transformational, transactional, and passive/avoidant.
MLQ 5X reliability and validity. Avolio and Bass (Avolio & Bass, 2004) have validated
the MLQ 5X through an analytical review that included over 4600 leaders and 27,000 secondary
raters. Their research denoted that the review of secondary rates aligned with the leaders. Thus
the instrument is considered to have validity. Within the same study (Avolio & Bass, 2004) they
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found that each leadership factor consisted of a range betwee .74 and .90. This is within the
boundaries of a reliable instrument.
Psychological capital questionnaire. Psychological Capital (PsyCap) is “an individual’s
positive psychological state of development and is characterized by: (1) having confidence (selfefficacy) to take on and put in the necessary effort to succeed at challenging tasks; (2) making a
positive attribution (optimism) about succeeding now and in the future; (3) persevering toward
goals and, when necessary, redirecting paths to goals (hope) in order to succeed; and (4) when
beset by problems and adversity, sustaining and bouncing back and even beyond (resilience) to
attain success.” (F. Luthans, Youssef et al., 2007, p. 3).
The Psychological Capital Questionnaire is a 24-question instrument that has been
studied in research and “has undergone extensive psychometric analyses and support from
samples representing service, manufacturing, education, high-tech, military and cross cultural
sectors” (F. Luthans, Avolio, & Avey, 2007, p. 4). The four dimensions that PsyCap measures
are hope, efficacy, resilience, and optimism.
The Psychological Capital Questionnaire is a valid and reliable instrument available from
Mind Garden, Inc. The researcher purchased a license to administer 600 online surveys.
Respondents will receive a system-generated report that describes their individual results. The
report will only go to the respondent.
The instrument is a self-evaluation where the individuals select how much they agree
with the statements in the questionnaire. The 24 questions are all based on a six-point likert scale
(see Figure 13) and took the average respondent approximately 15 minutes to complete the full
assessment.
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Figure 13. PCQ six-point likert scale
The PCQ scores were calculated by averaging all of the responses for a given dimension.
Some of the questions are a reverse score, meaning if an item was scored as a “5” then the
reverse would be “2”. Reversed items are marked with “R”. The questions and dimensions are
listed as:


Efficacy: items 1, 2, 3, 4, 5, 6



Hope: items 7, 8, 9, 10, 11, 12



Resilience: items 13R, 14, 15, 16, 17, 18



Optimism: items 19, 20R, 21, 22, 23R, 24

This study utilized a computer based score system provided by Mind Garden LLC;
therefore the scoring will be automated.
PCQ reliability. The PCQ instrument is calculated to be reliable and the overall PsyCap
measurement is consistently above the conventional standards (F. Luthans, Avolio, & Avey,
2007). According to Luthans et al. (2007) the “Cronbach alphas were as follows: hope (.72, .75,
.80, .76); efficacy (.75, .84, .85, .75); resilience (.71, .71, .66, .72); optimism (.74, .69, .76, .79);
and overall PsyCap (.88, .89, .89, .89)” (p. 555). Although two of the samples fell below the .70
threshold, the overall PsyCap demonstrates the reliability.
PCQ validity. The four constructs of efficacy, hope, resilience, and optimism have shown
to have discriminant validity in several studies (Bryant & Cvengros, 2004; Carifio & Rhodes,
2002; Dawkins et al., 2013; Magaletta & Oliver, 1999). Furthermore, each unique construct,
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when added upon each other, suggests convergent validity (F. Luthans, Youssef et al., 2007).
According to the PCQ Manual (F. Luthans et al., 2014) is not related to age, education, or the
personality dimensions of agreeableness and openness. It does, however, have a “strong positive
relationship with core self-evaluations (.60)” (F. Luthans et al., 2014, p. 21). The research has
shown that the PCQ instrument is valid and reliable (Cameron & Spreitzer, 2012) and therefore
applicable to this study.
Data Analysis Process
This study was a quantitative analysis of two distinct variables or constructs. The first set
of variables was from the data set of the MLQ responses. The MLQ data set will identify the
leadership behaviors of three differing types of leadership including transformational,
transactional, and laissez-faire or passive/avoidant (Avolio & Bass, 2004; Bass & Bass, 2008).
The data set further revealed the subset behaviors of the leadership styles found within the
transformational leadership variable including a) idealized behavior, b) idealized attribute, c)
inspirational motivation, d) intellectual stimulation, and e) individual consideration. The subset
behaviors within transactional leadership are a) contingent reward, b) active management by
exception, and c) passive management by exception. The final main leadership variable is
laissez-faire or passive/avoidant. There are not subset behaviors as laissez-faire is the absence of
leadership (Avolio & Bass, 2004).
The second set of variables was from the PCQ data set and consists of hope, self-efficacy,
resiliency, and optimism.
The final set of variables was the average sales per person for a district. The data was
void of any specific sales persons numbers or identifying remarks. This set of data was the
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aggregate of the total monthly sales for the district divided by the number of sales associates in
the district. This gave the average district sales.
All data was combined in a spreadsheet and then imported into Statistical Package for the
Social Sciences (SPSS) for analysis. The data (see Table 7) was analyzed in SPSS for
correlation, descriptive data, anova, means, and t-test to answer the first research question:
1. What correlation exists between the leadership styles of management as measured by the
MLQ 5X, and psychological capital attributes (hope, efficacy, resiliency, and optimism)
as measured by the PCQ of the field sales associates of a national home improvement
organization?
Table 7
MLQ 5X and PCQ Variables
MLQ 5X Variables

PCQ Variables

Transformational leadership

Hope, self-efficacy, resilience, and

Idealized behavior, idealized attributed,

optimism

inspirational motivation, intellectual
stimulation, and individual consideration
Transactional leadership

Hope, self-efficacy, resilience, and

Contingent reward, active management by

optimism

exception, and passive management by
exception
Laissez-Faire Leadership or

Hope, self-efficacy, resilience, and

Passive/Avoidant

optimism
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The second section of the study was examined the same MLQ 5X and PCQ variables and added
the average sales per district (see Table 8) to answer the second research question:
2. Is there a correlation between the average sales per district and either psychological
capital of the field associates, the leadership style of management, or both?
Table 8
MLQ 5X, Productivity, and PCQ Variables
MLQ 5X Variables

Productivity

PCQ Variables

Variable
Transformational leadership

Average sales

Hope, self-efficacy,

Idealized behavior, idealized

per district

resilience, and optimism

Transactional leadership

Average sales

Hope, self-efficacy,

Contingent reward, active

per district

resilience, and optimism

Average sales

Hope, self-efficacy,

per district

resilience, and optimism

attributed, inspirational motivation,
intellectual stimulation, and individual
consideration

management by exception, and passive
management by exception
Laissez-Faire Leadership

Human Subjects Considerations
This study, like many other academic research projects, adhered to the IRB standards as
set forth by Pepperdine University’s Protection of Human Participants in Research: Policies and
Procedures Manual (Leigh & Rouse, 2009). Specifically the study adhered to the standards as
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set forth in the Belmont Report (Report, 1979) to ensure the basic protection of human subjects
through respect, beneficence, and justice.
This research study was designed to eliminate any risk to the participants that could
unduly harm them. Performance metrics that identify specific sales persons could be an IRB
concern. As such this study did not identify any individual sales performance metric, rather it
looked at the average sales data for a given district, area, and region. By utilizing larger sets of
data, the individual data and identifying results were kept private and was not viewable by the
corporation. This study kept the participants anonymous to ensure that there is no danger to their
current career path.
Investigator qualifications. The investigator is a doctoral candidate of Organizational
Leadership at Pepperdine University in the Graduate School of Education and Psychology. He
completed all necessary coursework, and passed the comprehensive exam. The investigator has
significant experience in training and development and has experience and certifications within
performance improvement, leadership development, and learning strategy. The investigator has
consulted companies internationally on performance improvement and has been an international
keynote speaker on creating high performing teams through simulation and training.
Additionally, the investigator has consulted nationwide organizations on utilizing Psychological
Capital to improve retention, performance, and engagement. Given the background, experience,
education, IRB training, and practical application, the investigator is qualified to proceed with
this study.
Selection of subjects. The subjects that voluntarily completed the instruments utilized in
this study were free to opt-out and were not required to complete the study. If the respondent
does not complete the assessment, their data was not included in the aggregate data files. Names,
and any potential identifiers were not included in the data. All participants were current
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employees of a national home improvement organization and completion of the assessments did
not impact their employment. Leadership at the home improvement organization did not know
which employees have completed the assessment, and which ones have not. The data sets were
aggregated and averaged so that individual responses were kept confidential. All employees and
participants were adults, and therefore are not considered children. Additionally, the employees
were not considered part of the “vulnerable subject populations” (Leigh & Rouse, 2009). The
busiest time of year for the home improvement organization is between March and September. In
order to ensure that the assessments do not interfere with key business focus, the assessment was
administered in the off-season so as to not inculcate the audience with undue pressure.
Risks and benefits. The research posed minimal risk either physically or
psychologically and the research did not identify or study any “long-term effects” (Leigh &
Rouse, 2009). There were no/minimal benefits for the subjects. The potential benefit of the
study is that it identified leadership behaviors that impact the psychological capital of the sales
team. If there was a positive correlation between the leadership behaviors and the psychological
capital, it would identify key training and development opportunities to positively impact both
the leadership and sales teams. All managers that completed the MLQ received an individual
report that identified the leadership behaviors and offered ideas to increase the positive
behaviors. This report served as a personal development program. Additionally, all associates
that completed the PCQ receive an individual report included strategies and exercises to improve
the PsyCap scores and develop improved PsyCap behaviors.
Informed consent process. The investigator sent a form letter to participants informing
them that participation in the study was confidential, anonymous, and voluntary. The letter
included a short introduction of the study, the purpose, and contact information if the participants
wanted additional information.
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Confidentiality and privacy. The responses for the MLQ 5X completed by the
leadership team were confidential. The researcher did not disclose any “personally identifiable
and private information” (Leigh & Rouse, 2009) to the organization. If was not necessary to
identify personal data for the research study; had it been necessary a substitute code was to be
used in place of any potentially identifying data.
The responses for the PCQ were anonymous. The data was grouped together for a
specific region or district and therefore did not have any identifying individual data. The
researcher gathered general data sets that did not identify the individual responses, therefore
keeping strict adherence to anonymity.
The data for both the MLQ 5Xand the PCQ was kept solely by the researcher and any
potential assistants. The assistants, although not needed, would have been kept to the same level
of confidentiality for the MLQ 5X as well as the anonymity for the PCQ. All documents are
digital, and were kept on a personal laptop that is password secure. The researcher did not share
the raw data with the study organization.
Summary
This chapter reviewed the methodology of the research for this study. The purpose, need
for the study, and the instruments have been discussed. The instruments that will be utilized are
the MLQ 5X and PCQ. The instruments were discussed in detail to show the reliability and
validity of each instrument. The data sets will be examined to determine if there is a positive or
negative correlation between the leadership styles of the leaders and the psychological capital of
the sales team and productivity. The data from the convenience sample will be entered into SPSS
to identify any meaningful information, data, and conclusions. Furthermore appropriate

68
confidentiality and anonymity will be employed to ensure that there is minimal risk to the
participants.
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Chapter 4: Results
Introduction
This chapter contains a brief statement of the problem and research questions followed by
a description of data gathering process and limitations. Findings are reported for each survey
followed by analysis with charts and explanations. It concludes with a summary of findings and
analysis by research question.
Review of the Measures
Psychological capital. The purpose of this study was to understand the intersection of
psychological capital and leadership styles and productivity. Psychological Capital (PsyCap),
containing the characteristics of hope, self-efficacy, resiliency, and optimism, has been
empirically tied to both manager outcomes and organizational outcomes (Avey, Avolio, &
Luthans, 2011; Avey, Luthans et al., 2010). It has been noted that employees that maintain
higher levels of PsyCap positively impact both individual and group level performance (B. C.
Luthans, Luthans, & Jensen, 2012).
The concept of leadership styles, as measured by the Multifactor Leadership
Questionnaire (MLQ 5X), denotes that there are three main types of leadership styles including
transformational, transactional, and passive/avoidant leadership (Avolio & Bass, 2004). Each of
the three concepts is further demarcated by 13 distinct characteristics (see Table 9).
Transformational leadership. The culmination of what is referred to as the 5 I’s
(Avolio, 2011, p. 66) and contains Idealized Influence Attributed (IIA), Idealized Influence
Behavioral (IIB), Inspirational Motivation (IM), Intellectual Stimulation (IM), and
Individualized Consideration (IC). Transformational leaders are proactively engaged in helping
those that they manage achieve higher potential and development (Avolio & Bass, 2004).
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Transactional leadership. Leaders that are more transactional in nature tend to set
expectations and reward performance based on an employees ability to meet the defined
expectation (Avolio & Bass, 2004). This leadership type is demarcated by the two
characteristics of Contingent Reward (CR), and Management-by-Exception: Active (MBEA).
Passive/Avoidant behavior. The third main leadership category, is in essence, the lack
of leadership and if often called passive/avoidant, or Laissez-faire (LF) and Management-byException: Passive (MBEP). This particular style of leadership could be evidenced by leaders
that do not set expectation or set outcome goals.
Outcomes of leadership. In addition to the three leadership styles, the MLQ 5X also lists
outcomes of leadership or the cascading results of the leadership behavior (Avolio & Bass,
2004). Leaders that are either transformational or transactional have positive outcomes that relate
to the success of the organization (Avolio & Bass, 2004). The MLQ 5X measures the three
outcomes as Extra Effort (EE), Effectiveness (EFF), and Satisfaction (SAT).
Extra Effort. The outcome of Extra Effort (EE) is tied to a leader developing the
employee confidence needed to exert effort.
Effectiveness. The second outcome of leadership is Effectiveness (EFF), which is the
correlated relationship that a leader has on employee task and object completion. Leaders that
embody transformational leadership have teams that are more effective and satisfied with the
leader (Avolio & Bass, 2004).
Satisfaction. Satisfaction (SAT) is an outcome that as employee effort is expended that
the employee needs and desires are satisfied. It is also considered the employee satisfaction with
the leader.
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Transformational leadership outcome. Additionally transformational leadership is
denoted in the charts as the average of the scores of the 5 I’s of Transformational Leadership.
This average is an overall transformational leadership score.
Table 9
MLQ 5X Leadership Style and Associated Characteristic
MLQ 5X Leadership Style

MLQ 5X Characteristics

Transformational

Idealized Influence Attributed (IIA)
Idealized Influence Behavioral (IIB)
Inspirational Motivation (IM)
Intellectual Stimulation (IS)
Individual Consideration (IC)

Transactional

Contingent Reward (CR)
Management-by-Exception: Active (MBEA)

Passive/Avoidant or Laissez-Faire

Passive/Avoidant or Laissez-Faire (LF)
Management-by-Exception: Passive (MBEP)

Outcomes of Leadership

Generates Extra Effort (EE)
Is Productive (EFF)
Generates Satisfaction (SAT)

Productivity. Productivity is a measurement of efficiency. Often it is described as a ratio.
For instance productivity can be measured as the ratio of widgets made per hour. For the purpose
of this study, productivity is the measurement of sales for a given district, divided by the number
of sales associates in the district. The Sales Performance noted in the tables in chapter 4 is based
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on the average dollar sales per person in a district. Some districts have more sales persons, and
this ratio would have been swayed if Sales Performance were left at the district level, rather than
the individual average for the district.
Description of the Data Gathering Process
Two groups received different assessments based on their role. The leaders completed
Mind Garden Multifactor Leadership Questionnaire (MLQ 5X) to measure the differing
leadership characteristics of transformational, transactional, and laissez-faire. A total of 71
participants were invited via email to complete the MLQ 5X, of which 59 completed the
assessment. This gives a total of 83% of the invited participants that completed the MLQ 5X.
The customer facing sales team completed the Mind Garden Psychological Capital
Questionnaire (PCQ) to measure the overall PsyCap score as well as the subset of hope, efficacy,
resiliency, and optimism. A total of 575 participants were invited via email to complete the PCQ,
of which 151 completed the assessment. This gives a total of 26% of the invited participants
completed the PCQ.
Findings: Results of Leadership (MLQ 5X) Assessment
This section will describe the ranking order of the MLQ 5X results of the leaders.
Although the researcher gathered data from individuals, in order to garner statistical relevance
the data was aggregated by district. The district viewpoint allowed the researcher to extrapolate
district trends rather than individual results. The results were tallied and ranked based on the
scores that had the highest average mean to the lowest mean thus showing which MLQ 5X
characteristics were most common throughout the organization.
Table 10 displays the descriptive statistics for the 13 aggregated district MLQ 5X scores
sorted by the highest mean. These scores were based a 5-point scale: 0 = Not at all to 4 =
Frequently, if not always. The highest rated scales were encourages others (IM; M = 3.55) and
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coaches & develops people (IC; M = 3.45). The lowest rated scales were avoids involvement
(LF; M = 0.39) and fights fires (MBEP; M = 0.73; Table 10).
In essence, Table 10 shows the highest rated MLQ 5X for the districts. Meaning, the
MLQ 5X characteristic that had the highest average score was the Encourages Others (IM) and
the lowest average score was Fights Fires (MBEP) and avoids involvement (LF). The table
shows the characteristics most commonly found within the subject group.
The overall grouping of scores denotes that the 5 I’s of transformational leadership score
high denoting that the leaders tend to encapsulate the transformational leadership characteristics.
This would imply that transformational leadership characteristics are found within the leadership
team.
The table also shows that the transactional leadership styles of rewards achievement
(CR), monitors deviation and mistakes (MBEA), and fights fires (MBEP) denote the lower
propensity to have transactional behaviors. The anomaly is the high contingent reward score (M
= 3.38).
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Table 10
MLQ 5X Scores Sorted by the Highest Mean
______________________________________________________________________________
MLQ Score
M
SD
______________________________________________________________________________

Encourages Others (IM)

3.55

0.39

Coaches & Develops People (IC)

3.45

0.25

Rewards Achievement (CR)

3.38

0.43

Transformational Leadership

3.33

0.29

Generates Extra Effort (EE)

3.31

0.44

Is Productive (EFF)

3.30

0.43

Acts with Integrity (IIB)

3.30

0.40

Generates Satisfaction (SAT)

3.27

0.39

Builds Trust (IIA)

3.25

0.32

Encourages Innovative Thinking (IS)

3.07

0.49

Monitors Deviations & Mistakes (MBEA)

1.86

0.59

Fights Fires (MBEP)

0.73

0.25

Avoids Involvement (LF)

0.39

0.29

______________________________________________________________________________
Note. Ratings were based on a 5-point scale: 0 = Not at all to 4 = Frequently, if not always.
Descriptive Statistics for the Aggregated District MLQ 5X Scores Sorted by the Highest Mean
(N = 28)
Table 10 displayed the ranking order of the MLQ 5X average scores for the 28 districts.
Three of the top four characteristics (IM, IC, and Transformational Leadership) are directly tied
to transformational leadership. The Rewards Achievements (CR) ranks third, but the other
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associated transactional characteristics of Monitors Deviations & Mistakes (MBEA) and Fights
Fires (MBEP) are at the bottom of the stack ranking. The lower overall transactional scores
would imply that the 28 districts tend to have more transformational leadership characteristics
compared to either transactional or laissez-faire.
Findings: Results of Psychological Capital (PCQ) Assessment
The PCQ assessment scores an individual on the four scores of hope, optimism,
resiliency, and self-efficacy. Additionally the assessment averages the four scores to denote an
overall PCQ score. This section displays the PCQ scores ranked by the highest mean to the
lowest mean. The purpose of this chart was to denote the PCQ scores that garnered the highest
score based on the assessment results.
Table 11 displays the sales team descriptive statistics for the five PCQ scores sorted by
the highest mean. These scores were based a 6-point scale: 1 = Strongly Disagree to 6 =
Strongly Agree. The overall score had a mean of M = 5.14. The highest subscore was for
efficacy (M = 5.28) and the lowest subscore was for hope (M = 4.93; Table 11).
The data demonstrates that the sales team has high efficacy, which is considered
confidence. The high confidence and resiliency scores show the current PsyCap strengths.
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Table 11
PCQ Scores Sorted by Highest Mean
______________________________________________________________________________
PCQ Score
M
SD
______________________________________________________________________________
Efficacy

5.28

0.86

Resiliency

5.25

0.62

Overall

5.14

0.58

Optimism

5.07

0.66

Hope

4.93

0.86

______________________________________________________________________________
Note. Ratings were based on a 6-point scale: 1 = Strongly Disagree to 6 = Strongly Agree.
Descriptive Statistics for the PCQ Scores Sorted by the Highest Mean (N = 151)
Table 11 displayed that the highest-ranking average score for PCQ of the 151 sales
associates was efficacy and resiliency. Efficacy is also stated as self-confidence, and is typical of
a sales organization. Since the Overall score is the average of the four categories, it is anticipated
that it would be the middle. The spread between the highest (efficacy) and lowest (hope) mean is
a small gap. This would suggest that the sales team has little difference between the attributes of
PsyCap.
Statistical Analyses
The following section presents statistical analysis to support hypothesis statements and to
answer research questions.
Cohen (2013) suggested some guidelines for interpreting the strength of linear
correlations. He suggested that a weak correlation typically had an absolute value of r = .10 (r2 =
1% of the variance explained), a moderate correlation typically had an absolute value of r = .30
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(r2 = 9% of the variance explained) and a strong correlation typically had an absolute value of r
= .50 (r2 = 25% of the variance explained). Therefore, for the sake of parsimony, this Results
Chapter will primarily highlight those correlations that were of at least moderate strength to
minimize the potential of numerous Type I errors stemming from interpreting and drawing
conclusions based on potentially spurious correlations.
Leadership Style and Psychological Capital: Research Question One
Research Question 1 was “What correlation exists between the styles of leaders as
measured by the MLQ 5X, and psychological capital attributes of followers (hope, efficacy,
resiliency, and optimism) as measured by the PCQ in a national home improvement
organization?” The question had three related hypotheses. In addition, Spearman correlations
were used to test these hypotheses using both the individual salesperson data (N = 151, Table 12)
as well as the aggregated district level data (N = 28, Table 13).
The following table will present the correlation between the PCQ scores and the
individual leader MLQ 5X score. The data suggests that there is a mild correlation between
leaders that coach and develop (IC) and sales team efficacy and hope. It should be noted that this
is a correlation or relationship between two variables. The data should not be interpreted to mean
that there is causality.

78
Table 12
Correlation of Individual PCQ Scores and MLQ 5X Scores
______________________________________________________________________________
PCQ Score
_________________________________________
MLQ 5X Score
Overall Hope Efficacy Resiliency Optimism
______________________________________________________________________________

Builds Trust (IIA)

.09

.09

.10

.04

.01

Acts with Integrity (IIB)

.00

-.05

.09

-.03

.01

Encourages Others (IM)

.10

.10

.08

-.05

.10

Encourages Innovative Thinking (IS)

.07

.09

.09

-.01

-.01

Coaches & Develops People (IC)

.13

.16 **

.20 ***

.07

-.05

Rewards Achievement (CR)

.11

.13

.21 ***

.04

-.01

Monitors Deviations & Mistakes (MBEA)

-.02

-.03

.12

-.06

-.05

Fights Fires (MBEP)

-.08

-.09

-.05

-.13

.00

Avoids Involvement (LF)

.02

.09

-.05

.01

.01

Generates Extra Effort (EE)

.08

.09

.11

.06

-.04

Is Productive (EFF)

.10

.11

.15 *

.01

.01

Generates Satisfaction (SAT)

.09

.09

.15 *

-.02

.01

Transformational Leadership

.09

.09

.14 *

-.03

.02

______________________________________________________________________________
Note. p < .10. ** p < .05. *** p < .01. **** p < .005. ***** p < .001.
Spearman Correlations for the PCQ Scores with the MLQ 5X Scores (N = 151)
Analysis. The Table 12 shows that leaders that coach and develop people (IC) are
positively related to the efficacy (rs = .20, p = .01) and hope (rs = .16, p = .05) of the sales team.
Coaching and developing people (IC) is a subset of a transformational leader, but the two IC and

79
the transformational leader relation to efficacy (rs = .14, p = .10) is weak. The evidence at this
point is not strong enough to pass the hypotheses in full.
District PCQ and District MLQ 5X. Table 10 is a one-to-many relationship where it is
the district MLQ 5X score correlated to the individual PCQ score. The following data in Table
13 will be a district MLQ 5X score correlated to a district PCQ, thus viewing this as a one-to-one
relationship. It is natural to see more positive correlations in a one-to-one relationship. The
following table to present the district PCQ score correlated to the district MLQ 5X score.

There were several districts that had multiple leaders that completed the MLQ 5X
assessment. Table 13 will present the data in a district view thus giving more understanding to
the district office leadership and district sales scores.
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Table 13
Correlation of District PCQ Scores and MLQ 5X Scores
______________________________________________________________________________
PCQ Score
_________________________________________________
MLQ 5X Score
Overall
Hope
Efficacy Resiliency Optimism
______________________________________________________________________________
Builds Trust (IIA)

.36 *

.31

.36 *

.22

.10

Acts with Integrity (IIB)

.21

.10

.37 **

.04

.00

Encourages Others (IM)

.30

.26

.36 *

-.04

.20

.24

.21

.21

.11

.11

(IC)

.47 ***

.40 **

.46 ***

.29

.00

Rewards Achievement (CR)

.26

.17

.43 **

.02

-.05

.07

-.08

.24

-.03

-.11

Fights Fires (MBEP)

-.10

-.19

.00

-.26

.01

Avoids Involvement (LF)

-.19

.02

-.27

-.29

-.09

Encourages Innovative
Thinking (IS)
Coaches & Develops People

Monitors Deviations/Mistakes
(MBEA)

Generates Extra Effort (EE)

.35 *

.34 *

.43 **

.26

-.03

Is Productive (EFF)

.26

.20

.43 **

.04

.03

Generates Satisfaction (SAT)

.27

.20

.35 *

.00

-.01

Transformational Leadership

.35 *

.25

.44 **

.08

.05

______________________________________________________________________________
Note. *p < .10. ** p < .05. *** p < .01. **** p < .005. ***** p < .001.
Spearman Correlations for the Aggregated District PCQ Scores with the MLQ 5X Scores (N =
28)
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Analysis. A Spearman Correlation was conducted comparing the aggregate district PCQ
score with the district MLQ 5X score. This correlation found that 15 of the 65 correlations were
of at least moderate relation (P < .30). The strongest correlation was found between the MLQ 5X
characteristic of Coaches and Develops People (IC) and the Overall PCQ score (rs = .47, N = 28,
p < .01), Hope (rs = .40, N = 28, p < .05), and Efficacy (rs = .46, N = 28, p < .01). As leaders flex
the transformational leadership characteristic of coaching and developing (IC), the sales team
responds with higher overall PCQ.
It was also found that the transformational leadership characteristics of Builds Trust
(IIA), Acts with Integrity (IIB), Encourages Others (IM), Coaches and Develops People (IC),
Generates Extra Effort (EE), Is Productive (EFF), Generates Satisfaction (SAT), and
Transformational Leadership all positively impact the PCQ score of Efficacy. The conclusion
that can be drawn here is that as leaders are more transformational in nature that the employees
are more confident.
Research Question One Discussion
Hypothesis 1a was, “A district that possesses higher psychological capital will have
leaders who are transformational.” In Table 12, transformational leadership was positively
related with efficacy (rs = .14, p = .10). In Table 13, transformational leadership was positively
related with overall PCQ (rs = .35, p = .07) and efficacy (rs = .44, p = .02). Taken together, this
combination of findings provided partial support for Hypothesis 1a.
Hypothesis 1b was, “A district that has a lower psychological capital will have leaders
who are transactional.” According to the MLQ authors (Avolio & Bass, 2004), transactional
leadership has three parts: contingent reward, management by exception-active, and management
by exception-passive. In Table 12, contingent rewards was positively related to efficacy (rs =
.21, p = .01) and in Table 13, contingent reward was positively related to efficacy (rs = .43, p =
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.02). Given that the hypothesized relationship was negative and the only significant correlations
were positive, these findings provided no support for Hypothesis 1b.
Hypothesis 1c was “A district that has a lower psychological capital will have leaders
who are laissez-faire.” Laissez-faire leadership was not significantly related to any of the five
PCQ scores in Table 3 or the similar PCQ scores in Table 13. Thus, Hypothesis 1c was not
supported.
Leadership/Psychological Capital and Productivity: Research Question Two
Research Question 2 was “Is there a correlation between productivity and either
psychological capital of the followers, the leadership style, or both?” The question had two
related hypotheses.
Findings: PCQ and Sales Productivity
Table 14 presents the correlated data between the PCQ score and Sales Performance. The
PCQ scores were checked at both the individual and district level to see if there is a difference
between individual sales and district sales performance.
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Table 14
Sales Performance and PCQ Scores
______________________________________________________________________________
Sales Performance
_________________________
Individual

District

PCQ Score
N = 151
N = 28
______________________________________________________________________________
Total

-.07

-.10

Hope

-.04

-.10

Efficacy

-.10

-.23

Resiliency

-.12

-.06

Optimism

-.04

-.14

______________________________________________________________________________
Note. * p < .10. ** p < .05. *** p < .01. **** p < .005. ***** p < .001.
Spearman Correlations for Productivity (Average District Sales) with PCQ Scores Based on
Individual Data (N = 151) and Aggregated District Data (N = 28)
Analysis. Hypothesis 2a was “A district that possesses psychological capital will have
higher than average sales per person.” Spearman correlations compared sales performance
against the five PCQ scores based on both the individual data (N = 151) and the aggregated
district data (N = 28) (Table 14). None of the resulting ten correlations were significant which
provided no support for Hypothesis 2a.
As noted in Table 14, PCQ does not have any positive correlation to productivity. This topic will
be discussed further in Chapter 5.
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Findings: MLQ 5X and Sales Productivity
Hypothesis 2b was “A district that possesses more favorable leadership scores will have
higher than average sales per person.”
Table 15 displays the Spearman correlations for sales performance against the 13 MLQ
scores based on both the individual data (N = 151) and the aggregated district data (N = 28).
Table 15 will demonstrate that there is moderate correlation that leaders that develop a
general sense of satisfaction (SAT) tend to have sales teams that have higher than average sales.
Additionally, leaders that focus on rewards achievement (CR) tend to decrease the sales in the
district. It is also important the note that leaders that are passive avoidant, or lack either
transactional or transformational leadership (LF) adversely impact overall district sales.
It is imperative that this table be viewed as a relationship between two variables,
leadership style and sales productivity. This is no way demonstrates causality, nor should there
be any strategic inferences that would suggest that a particular leadership style produces higher
sales productivity.
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Table 15
Sales Performance and MLQ 5X Scores
______________________________________________________________________________
Sales Performance
_________________________
Individual

District

MLQ 5X Score
N = 151
N = 28
______________________________________________________________________________
Builds Trust (IIA)
.20 ***
.07
Acts with Integrity (IIB)

-.04

-.16

Encourages Others (IM)

.20 ***

.12

Encourages Innovative Thinking (IS)

.05

.07

Coaches & Develops People (IC)

.08

.10

Rewards Achievement (CR)

-.29 *****

-.34 *

Monitors Deviations & Mistakes (MBEA)

-.13

-.27

.09

.15

Fights Fires (MBEP)
Avoids Involvement (LF)

-.25 ****

-.15

Generates Extra Effort (EE)

.07

.09

Is Productive (EFF)

.12

-.01

Generates Satisfaction (SAT)

.45 *****

Transformational Leadership

.21 ***

.18
-.04

______________________________________________________________________________
Note. * p < .10. ** p < .05. *** p < .01. **** p < .005. ***** p < .001.
Spearman Correlations for Average District Sales with MLQ 5X Scores Based on Individual
Data (N = 151) and Aggregated District Data (N = 28)
Analysis. For the individual data, sales performance was favorably related to 6 of 13
MLQ scores with the largest correlation being with generates satisfaction (SAT; rs = .45, p =
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.001). For the aggregated district data, sales performance was related to only one of the 13 MLQ
scores: rewards achievement (CR; rs = -.34, p = .08). This combination of findings provided
partial support for Hypothesis 2b.
Additional Findings
Also in Table 13, Spearman correlations compared the 13 MLQ 5X scores with the five
PCQ scores based on the aggregated data (N = 28). For the resulting 65 correlations, 15 were
significant at the p < .10 level. Resiliency and optimism were not related on any of the 13 MLQ
5X scores. The MLQ 5X score with the strongest correlations with the five PCQ scores was
coaches and develops people (IC) with (a) overall (rs = .47, p = .01), (b) hope (rs = .40, p = .04),
and (c) efficacy (rs = .46, p = .01). The PCQ score that was most related to leadership was
efficacy. Efficacy was significantly related to 9 of 13 MLQ 5X scores (Table 13).
Summary
In summary, this study used data from 151 salespeople from 28 sales districts to
understand the intersection of psychological capital (PCQ) and leadership styles (MLQ 5X) and
sales productivity.
A correlational analysis was utilized to compare the styles of leaders and the
psychological capital of the followers. The study collected data from 151 sales associates from
28 sales districts. Also gathered were district level sales data and aggregated MLQ 5X
leadership scores.
As an example a Spearman rho was done to see if there was a correlation between the
PCQ Overall score and MLQ Builds Trust (IIA). There are a potential of 65 such pairings. Of the
65 pairings, 15 denoted a positive correlation. This small percentage of correlation was lower
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than the researcher anticipated and could be explained due to limited responses across too many
districts.
A Spearman Correlation was conducted comparing the aggregate district PCQ score with
the district MLQ 5X score. This correlation found that 15 of the 65 correlations were of at least
moderate relation (P < .30). The strongest correlation was found between the MLQ 5X
characteristic of Coaches and Develops People (IC) and the Overall PCQ score (rs = .47, N = 28,
p < .01), Hope (rs = .40, N = 28, p < .05), and Efficacy (rs = .46, N = 28, p < .01). As leaders flex
the transformational leadership characteristic of coaching and developing (IC), the sales team
responds with higher overall PCQ.
It was also found that the transformational leadership characteristics of Builds Trust
(IIA), Acts with Integrity (IIB), Encourages Others (IM), Coaches and Develops People (IC),
Generates Extra Effort (EE), Is Productive (EFF), Generates Satisfaction (SAT), and
Transformational Leadership all positively impact the PCQ score of Efficacy. The conclusion
that can be drawn here is that as leaders are more transformational in nature that the employees
are more confident. The literature in Chapter 3 speaks to the impact that leaders can have on
employee satisfaction and confidence; as such this research confirms the literature.
The five scores of PCQ were correlated with average district sales both at the individual
(N = 151) and the district (N = 28) level. This research did not find any correlation between the
PCQ scores and sales productivity. In Chapter 3, it was noted that sales teams that maintain
higher PCQ averages tend to have higher sales. This research did not confirm the literature. This
could be due to the model of research that was conducted. The outcome might have been
different had the researcher tied and individual sales person PCQ score to the same sales
person’s sales data. This change in research path would have been a one-to-one relationship and
thus strengthen the potential correlation.
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The thirteen MLQ 5X scores were correlated to the Average District Sales (N = 28) and
to the Individual Data (N = 151). The district data found that only Rewards Achievement (CR) as
correlated, and in fact, in a negative manner (rs = -.34, N = 28, p < .10). For statistical purposes
this would be a moderate correlation but has a 10% chance of being wrong.
When correlated to the Individual Data (N = 151) it was found that leaders that focus on
Rewards Achievement (CR) had a negative relationship to sales performance (rs = -.29, N = 151,
p < .001). The variance, or explaining power, would be 8%. This interesting statistic has impact
upon a sales organization where the sales associates are paid a commission to sell products. The
more the leader emphasizes Rewards Achievement the less impact that has on the sales
productivity. Conversely, as the leader focuses on Generates Satisfaction (SAT) the greater the
impact on sales productivity.
Although statistically weak, the data did suggest that leaders that Avoid Involvement
(LF) or the absence of leadership, have sales teams that underperform.
Research question 1. What correlation exists between the styles of leadership as
measured by the MLQ 5X, and psychological capital attributes (hope, efficacy, resiliency, and
optimism) as measured by the PCQ of the field sales associates? This question aimed to
understand what intersections, if any existed between the two groups and was represented by
three hypothesis statements.
Hypothesis 1a. A district that possesses higher psychological capital will have leaders
who are transformational, received partial support (Table 12 and Table 13).
Hypothesis 1b. A district that has a lower psychological capital will have leaders who are
transactional, received no support (Table 12 and Table 13).
Hypothesis 1c. A district that has a lower psychological capital will have leaders who are
laissez-faire, received no support (Table 12 and Table 13).

89
Research question 2. Is there a correlation between the average sales per person and
either psychological capital of the field associates, the styles of leadership, or both? The second
research question aimed to understand if sales averages are affected by either the psychological
capital or leadership style. The hypothetical statements were based on understanding if the
relationships exist.
Hypothesis 2a. A district that possesses psychological capital will have higher than
average sales per person, received no support (Table 14).
Hypothesis 2b. A district that possesses more favorable leadership scores will have
higher than average sales per person, received partial support (Table 15).
Overall, there is partial support found within this study that there is a correlation between
the leadership styles of the leaders, as assessed with the MLQ, the psychological capital of the
sales team, as assess with the PCQ, and sales productivity, as numerated by the average sales per
person per district.
In the final chapter, these findings will be compared to the literature, conclusions and
implications will be drawn, and a series of recommendations will be suggested.
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Chapter 5: Summary of Findings, Discussion, and Conclusion
Introduction
This final chapter reviews the importance of exploring Psychological Capital (PsyCap)
and leadership styles to solve productivity issues. Key concepts and current understanding from
existing research are summarized and methodology briefly revisited. After a discussion of key
findings, conclusions are drawn and implications explored. Finally limitations are considered
along with recommendations for further research.
Research Background
This research examined the potential relationship between Psychological Capital
(PsyCap) of employees, the perceived leadership styles, and productivity in a home improvement
company. The study was designed to ascertain if there was a particular leadership style and
PsyCap mix that aligns with higher productivity because current research is minimal.
Previous research has investigated the impact of leadership on productivity and the
impact of PsyCap on productivity. The research has been thin on how leadership styles impact
PsyCap and how leadership styles and PsyCap potentially impact productivity. As of the
completion of this study, this is the first known instance of a research study that examined the
correlation between the PCQ and MLQ 5X measurements. It was imperative to understand any
correlations between the two assessments since the PCQ is the de facto assessment that measures
the psychological constructs of hope, optimism, resiliency, and optimism. Furthermore, the MLQ
5X is an assessment that has been validated by academic research, business consultants, and
corporate organizations (Avolio & Bass, 2004) to be the industry assessment that measures
leadership styles.
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Psychological capital. Researchers have noted that higher Psychological Capital scores
equate to on-the-job performance (F. Luthans et al., 2010) and workplace productivity (Krush et
al., 2013). For this study, performance and productivity was measured by calculating the average
district sales.
Psychological Capital is based on positive psychology (M. E. P. Seligman &
Csikszentmihalyi, 2000) and strives to understand more fully the attributes of individuals and
teams as defined through the lens of hope, optimism, resiliency, and efficacy (F. Luthans et al.,
2004; Magaletta & Oliver, 1999; Scheier & Carver, 1985; C. R. Snyder, 1999; Stajkovic &
Luthans, 1998a; Youssef & Luthans, 2007). Each of the attributes of Psychological Capital have
been shown to have a correlative relationship with increased productivity and sales (Adidam &
Srivastava, 2001; Bandura, 2009; Krush et al., 2013; Schulman, 1999). In order to measure the
PsyCap of the sales organization, the Psychological Capital Questionnaire (PCQ) was utilized.
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Figure 14. Relationship between leadership style, productivity, and Psychological Capital

Leadership styles. John Kotter (1988) stated that leadership is intended to develop
people, create vision, and develop competitive advantage. Competitive advantage is honed
through metrics that track productivity within the organization. Organizations, and as such the
organizational leaders, exist to grow and develop companies, processes, and organizations.
Through the evolution of leadership studies arose the ideology that leadership practices
can be developed. Burns (1978) suggested that a transformational leader is tasked with
developing employees which in turn develops the organization. Although there are several
different types of leadership styles, Bass (1990) furthered the understanding the role and impact
of leadership to include three main styles: transformational, transactional, and passive/avoidant.
This study examined leadership through the lens that Avolio and Bass (2004) presented as the
Multifactor Leadership Questionnaire (MLQ 5X).
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Productivity. Organizations measure attrition, performance, time-off, cost of goods sold,
and many other metrics. Productivity is a ratio of outputs per unit of input. For instance,
productivity can be measured by how many units are sold per sales person. As a measurement of
productivity, the research utilized the sales averages for each district.
Methodology
This study utilized quantitative methods using correlational analysis to determine what
relationship, if any, exists between the styles of leadership and the PsyCap of the sales team.
Additionally, a third data set was used to see if there is correlational relationship between
PsyCap, leadership style, and productivity as measured by average district sales.
The leadership team was administered the MLQ 5X to understand what leadership styles
(transformational, transactional, and laissez-faire) exist amongst the leadership team. In addition
to the three leadership styles, there were ten additional leadership characteristics. The sales teams
were administered the PCQ to quantify the PsyCap overall score as well as the PsyCap subscores
of hope, efficacy, resiliency, and optimism. Sales data was from the month of October 2015. The
average for the district was determined by dividing the total district sales by the number of sales
team members in the district.
The three relationships were examined using correlational analysis. The following section
describes the key findings.
Research Questions
Utilizing the Multifactor Leadership Questionnaire (MLQ 5X) and the Psychological
Capital Questionnaire (PCQ) this study explored the potential relationship between the styles of
leaders styles and the psychological capital of the followers. The research aimed to answer the
following questions:
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1. What correlation exists between the styles of leaders as measured by the MLQ 5X, and
psychological capital attributes of followers (hope, efficacy, resiliency, and optimism) as
measured by the PCQ in a national home improvement organization?
2. Is there a correlation between productivity and either psychological capital of the
followers, the leadership style, or both?
Discussion of Key Findings
This study researched the factors of PCQ, the factors of MLQ 5X, and the average district
sales to see if there is a correlation between data points. Correlation strives to understand to
what extent two variables have a linear relationship. That is to say, if there is positive correlation
as one variable increases so does the second. In a negative correlation, as one variable increases
the other variable decreases. Both can have significant relationship to one another. Correlation is
a relationship, and is not an indicator of causality. Any of the presented findings should be
viewed as a relationship and inferences should not be made that denoted that a particular variable
causes another variable to be strengthened. For instance, it would not be appropriate to suggest
that a particular leadership style causes sales to increase. Rather, this study examined variables to
examine if there is a potential relationship. This study found that there are both positive and
negative correlations between variables. Additionally, non-correlative relationships were
identified, thus giving room for further identification, conversation, and research.
The comparison focused on the 5 attributes of PCQ and the 13 characteristics of MLQ
5X. The correlation explored the potential relationship between the 65 relationships. The PCQ
scores were broken down into the categories of PCQ Overall, Hope, Efficacy, Resiliency, and
Optimism. The MLQ 5X scores were broken down into the categories of Builds Trust (IIA), Acts
with Integrity (IIB), Encourages Others (IM), Encourages Innovative Thinking (IS), Coaches and
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Develops People (IC), Rewards Achievement (CR), Monitors Deviations and Mistakes (MBEA),
Fights Fires (MBEP), Avoids Involvement (LF), Generates Extra Effort (EE), Is Productive
(EFF), Generates Satisfaction (SAT), and Transformational Leadership.
A total of 59 leaders took the MLQ 5X and 151 sales associates took the PCQ. There are
28 districts. There were no major effects of leadership style on sales productivity, or PsyCap on
sales productivity. There were, however, several effects of leadership style on psychological
capital, as well as leadership style on sales productivity listed below:


The MLQ 5X scores were stack ranked for all districts to understand the highestranking leadership characteristics across all districts. The characteristics with the
highest score (based on a 5-point scale: 0 = Not at all to 4 = Frequently, if not
always) were Encourages Others (IM, M = 3.55) and Coaches and Develops
People (IC, M = 3.45). These scores, along with the other characteristics of
transformational leadership show that the organization tends to have more
transformational leaders compared to either transactional or laissez-faire leaders.
The characteristic on the low end of the stack ranking was Avoids Involvement
(LF, M = 0.39).



The PCQ scores were stack ranked for all individual sales associates. The highest
score (based on a 6-point scale; 1 = Strongly Disagree to 6 = Strongly Agree) was
Efficacy (M = 5.28). The lowest score was Hope (M = 4.93). The spread between
the high Efficacy and low Hope is very small, and therefore the average Overall
was also high (M = 5.14).



The MLQ 5X characteristics Coach and Develop People (IC) had a moderate
correlation to sales teams with hope, efficacy, and overall PCQ. The data suggests
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that the singular greatest impact a leader had on the sales team PCQ scores is by
utilizing the Coach and Develop People characteristic.


There are several MLQ 5X scores that had a moderate positive correlation to the
PCQ attribute of efficacy. Of the 13 MLQ 5X characteristics, 9 were of at least
moderate positive correlation to efficacy.



There are no correlative data points that suggest that teams with higher PCQ also
had higher sales performance.



Leaders that utilize the Rewards Achievement (CR) attribute of the MLQ 5X
have a negative impact on sales productivity.



Leaders that Generate Satisfaction (SAT) have sales teams that have higher sales
averages.

The research study found that there were no major effects of leadership styles on either
psychological capital or sales productivity. There were, however, several moderate effects with
specific sub elements. There was a moderate effect of the leadership attribute of coaching and
developing people on both the psychological attributes of efficacy and hope as well as the overall
psychological capital score. This would suggest that, as leaders are more cognizant and skilled at
coaching and developing employees, that the employee will feel more efficacious and will have a
greater sense of hope. The literature affirms that employees that have hope tend to have greater
life satisfaction (Bailey et al., 2007).
The study also found that as leaders generate satisfaction, or as employees are satisfied
with the leadership, that sales performance is stronger. Pairing characteristics of coaching and
developing with generates satisfaction is tied to both the psychological capital of the individual
sales associate as well as a feeling of satisfaction. This pairing demonstrates an increase in sales
productivity.
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Conclusions
There are several conclusions that can be drawn from analysis of the data collected, each
related specifically to a research question. This section will list the conclusions, discuss the
analysis, and relate the analysis to the research question.
Conclusion #1. Transformative leadership styles and characteristics have some very
specific positive impact on the employee psychological capital.
Analysis. An analysis of the data suggested that leaders that embody transformational
leadership characteristics had sales teams that had higher psychological capital. Specifically,
leaders that have the Coach and Develop (IC) characteristic had sales teams that embodied
higher hope and efficacy and had a higher overall PCQ score.
In addition to the Coaching and Developing (IC) characteristic, leaders that Build Trust
(IIA) had sales teams that had a higher overall PCQ score as well as higher efficacy.
Overall, the data suggested that employee efficacy is correlated to leaders that Build
Trust (IIA), Acts with Integrity (IIB), Encourages Others (IM), Coaches and Develops People
(IC). These four characteristics are four of the five I’s of transformational leadership. This
suggests that leaders that are transformational in nature have teams that have higher efficacy.
Conclusion #2. Non-Transformational leadership styles and characteristics have little
impact on employee psychological capital.
Analysis. Transactional leadership is based on leaders that reward achievement (CR) and
manage-by-exception: active (MBEA) (Avolio & Bass, 2004). It was found that leaders that
Rewards Achievement (CR) have sales teams that have a higher efficacy PCQ score. No
correlation was found between manage-by-exception: active (MBEA) and any of the PCQ
scores.
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Passive/avoidant, or the lack of leadership is based on the two characteristics
management-by-exception: passive (MBEP) and laissez-faire (LF). Neither of the two
passive/avoidant characteristics were correlated to the PCQ scores.
Given this analysis, the only non-transformational leadership style that correlated to the
PCQ scores were leaders that reward achievement (CR).
Conclusion #3. Higher psychological capital (PsyCap) had no significant effect on
productivity measured by sales performance.
Analysis. The data suggested no positive correlation between psychological capital and
productivity of the sales team. None of the PCQ scores had a correlation to either individual or
district sales performance.
This research differs from findings in the literature. Youssef and Luthans (2007) found
that both hope and optimism were related to performance. Another research study suggests that
“optimists outsold the pessimists by 20 to 40 percent” (Schulman, 1999, p. 34).
Conclusion #4. Leaders that have transformational leadership characteristics have
districts with higher productivity.
Analysis. A district that possesses more favorable leadership scores will have higher than
average sales per person, received partial support. For this study the literature defined favorable
leadership as a leader that maintains a transformational leadership style. The leader does not
need to maintain all of the transformational leadership styles, but the greater the transformational
leadership score, the greater impact it could have on the business. The research found that
leaders that were transformational in nature and build trust, encourages, coaches, develops, and
generates satisfaction have teams that perform well in sales. This correlative behavior supports
the literature that suggests that leadership that work to transform the employee create teams have
higher performance metrics.
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Leaders that were transformational in nature and build trust, encourage others, coaches
and develops, and generate satisfaction have districts that had higher sales productivity. This
would suggest that leaders that focus on building trust, encouraging others, generate satisfaction,
and are transformational in nature would have higher sales productivity.
It was also found that leaders that reward achievement or were passive/avoidant had a
negative correlation with sales productivity. This would suggest that that transactional and
passive/avoidant leadership negatively impacts sales.
Implications for Policy or Practice
Modest results of the study still have many interesting actionable implications for
practice. The specific nature of the results suggest certain modifications of training and
development in practice. The relationship of transformational leadership and of generating
satisfaction to PsyCap have developmental implications. However, it is best if results are
corroborated with other studies before significant changes in long-term policy were
implemented.
Leadership. Given that sales productivity is tied to the leadership characteristics of
Generating Satisfaction (SAT) and Transformational Leadership, the organization should
implement a training program for leadership that focuses on the development of Generating
Satisfaction and Transformational Leadership.
Passive/Avoidant. As noted, it was also found that teams that have leaders that are
laissez-faire had sales numbers that are negatively impacted. As leaders fail to engage it appears
the sales numbers decrease. From the organizational implication, it would be important for the
leadership team to receive coaching and training that directly ties to moving away form a hands-
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off leadership style to one that strives to transform the employees. Since laissez-faire is the
absence of leadership, the relationship to coaching is in direct opposition.
Coaching and developing. A further recommendation for the organization would be to
develop training on how to Coaches and Develops People (CR). The research found that the
leadership teams that used coaching and developing practice on their teams tended to have sales
associates that had hope and efficacy. The more leaders coach and develop their employees, the
greater satisfaction is created in the workplace, and the greater impact it will have on employee
confidence and hope. The hands on approach of coaching and developing is a crucial point that
the organization should focus its efforts on. The data clearly suggests that as the organization
focus on teaching transformational leadership the greater impact it will have on the employees
and sales.
PsyCap. According to the literature (Magaletta & Oliver, 1999; Youssef & Luthans,
2007), as Hope increases in a workplace the employees are more innovative and can create
multiple pathways to solve workplace roadblocks. Although the data did not directly correlate
Hope to Sales performance, the literature suggests that teams that improve hope tend to have
higher sales numbers (Youssef & Luthans, 2007) and performance (S. J. Peterson et al., 2011).
Additionally, as the organization focuses on the coaching and developing characteristics
of leadership there is a positive correlation to the sales teams PCQ scores of efficacy and
confidence. While the literature suggests that teams with higher efficacy also tend to have higher
work-related performance (Stajkovic & Luthans, 1998a) and sales revenue (S. J. Peterson et al.,
2011), this research did not support the literature. However, the focus on developing a confident
sales workforce impacts a positive work atmosphere and thus generates satisfaction.

101
Implications summary. Based on what we have found, organizations would benefit with
more time spent in coaching and developing practices as well as implementing leadership
training programs that focus on transformational leadership.
Additionally, the implication to hiring practices should be considered. As sales
organizations look to hire leaders and sales staff the findings in this research could add in their
organizational decisions.
It is imperative that organizations do not fire people that do not fit the coach and develop
mold. Nor should the organization create rules that state the leaders that do not epitomize the
coaching philosophy should be demoted from a leadership position. The heart of
transformational leadership is the belief that people and processes can be influenced and that
organizational and individual potential can be increased (Avolio & Bass, 2004). Using the
framework of development and transformational leadership, organizations should seek
opportunities to incentivize change that will bring about the lasting impacts of transformational
leadership.
Recommendations for Further Study
The following future study recommendations may contribute to the body of knowledge.


A future study could be conducted wherein the participants are given a series of
PCQ assessments over time, thus changing the project to a longitudinal project.
Since PCQ is state-like and therefore can be changed and developed (F. Luthans,
Avolio, Avey et al., 2007), the researcher would implement a series of training
courses that are intended to raise one or more of the PCQ attributes. The PCQ
would be administered to the same population 30-days after completion of the 4hour mini-intervention. The PCQ would then be given a third and final time 120
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days the first PCQ administration. Sales data would be collected all three times as
well to see if there is a change in sales productivity.


The second future study would be to add perceptions of leadership styles by
employees. This would develop a study that is based on not only how leaders see
themselves, but also how they are seen. This approach might increase correlation
since the two disparate groups, sales and leaders, would be from the singular view
of the sales individual.



A third potential future study would be to repeat the same study over longer sales
cycles. This particular organization sells large ticket projects for home
improvement such as kitchen remodeling or whole-house window replacement.
Average sales for a singular purchase can be in the tens of thousands of dollars.
Large remodeling projects are based on relationship sales. If the project accounted
for the average sales numbers per district over a longer period of time, there may
be linear correlation between the PCQ scores and the average sales per district.
Larger priced remodel projects tend to be more gears towards the spring and
summer months. The late October snapshot could have been lower due to the
approaching holiday months. As such, the sales numbers would reflect the
decrease in relationship building opportunities.



A fourth potential future study would be to separate the sales associates into
buckets based on type of product they sell. For instance, the sales associates that
sell full kitchen remodels have higher per item transactions compared to the sales
individual that only sells windows or flooring.



A fifth potential study would be to look at the hiring practices of the senior
management is determine if the interview and selection process identifies new
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leaders as having a particular leadership skill. This research project noted that
leaders that maintained higher coaching and developing people (IC)
characteristics also had teams that had higher average sales. The study could
identify a set of interview questions and determine if the potential applicant has a
propensity to coach and develop. If so, the applicant could be given the MLQ 5X
and then courses that develop the coaching skillset. After a period of time the
researcher would again measure the new leader to see if there has been a change
in state from interview date to end of training date.


The sixth future study recommendation would be to use the same basis of MLQ
5X of leaders and PCQ of sales associates, but also add a qualitative piece. The
qualitative exploration would identify the verbiage that coaching and developing
people utilize to develop the sales associates. A further qualitative study would
identify the potential “Why employees feel that the leader coaches and develops.”
Thus giving a more rounded image of the leadership skillset.



The seventh recommendation would be to examine the leadership characteristics
utilizing the PCQ and sales data points. This study could identify the leader PCQ
score and determine if sales data is driven by leaders that tend to have higher,
lower, or different PCQ scores.



An eighth recommendation would be to administer the MLQ 5X to the leaders
and determine the specific leadership profile (transformational, transaction,
laissez-faire, etc.). The same group of leaders would then take the PCQ. Correlate
the two scores, MLQ 5X and PCQ, to the sales data. The study would look at the
intersection of MLQ 5X characteristics and PCQ attributes for each leader, thus
giving further insight into positive leadership.
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A ninth recommendation would be to bifurcate the results by geographic region to
study the implications of regional norms. For instance, it would be interesting to
view the data sets as East vs. West to see if there are regional differences.



A tenth recommendation would be to include another region in the data sets. This
study only focused on two of the three potential regions. After completing the
research, the researcher found that one of the regions has notorious low response
rates to questionnaires and communications requests. There is a third region that
could have been used, but the researcher chose to continue with the two chosen
regions. Had the researcher communicated with the three region leaders and asked
if their areas would like to participate in the research it is possible that the
response rates would have been higher.



Recommendation eleven would be to extend the time allotted for the sales staff to
complete the assessment. Although the response rate was over 40% for the
leadership team, the response rate received from the sales team was less than
25%, thus there is a segment of the population that was not served due to lack of
responses from the district or leadership. Had more time been given the sales
teams to complete the survey, it is possible that the response rate would have been
higher. It is interested to note that there were several district offices that had sub
10% response rates. The subpar numbers represented a lack of symmetry and
balance from the population.



The intent of this research was to take a snapshot-in-time to explore potential
linear correlation between the leadership team and the sales team. Productivity in
a sales organization can ebb and flow based on the product and season. For
instance it is typical for air conditioning units to have higher sales numbers in the
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warmer months of the year. During the study period the temperatures may have
been cooler than the annual average, thus driving down the air conditioning sales.
Had the research been conducted over a longer period of time it is possible that
the averages across all product lines would normalize instead of having some
sales associates have inordinately lower sales while being compared to product
lines that had a higher than average sales period.


A thirteenth potential future research study would be to examine the PCQ scores
relative to the response rates. For instance, does a team with higher response rates
also have higher PCQ scores?



The fourteenth potential future research study would be to further investigate the
correlation between the PCQ and MLQ 5X assessments. Little research has been
conducted that indicates relationship, or potential causality. As of the completion
of this research study, there are no known studies that have examined the
correlation between the PCQ and MLQ 5X. The current study conducted should
pave the way for further research and application.

Summary
The purpose of this study was to measure the extent to which the leadership style of the
leadership team correlates to the psychological capital of the sales team. Additionally, the study
examined to see if there was any correlation between 1) leadership style and sales productivity,
2) psychological capital and sales productivity, and 3) leadership style and psychological capital
with sales productivity.
A total of 59 organizational leaders took the MLQ 5X assessment to determine leadership
style and characteristics. The assessment score indicated the individual leadership style
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(transactional, transformational, or laissez-faire) as well as subscores indicating characteristics.
A total of 151 sales associates took the PCQ assessment to determine the individual PsyCap
score as well as the four subscores for hope, efficacy, resiliency, and optimism. The results from
the two assessments (MLQ 5X and PCQ) were correlated to examine the potential relationships
between the characteristics. Additionally, sales productivity was measured utilizing the average
district sales for each of the 28 district offices.
While strong correlation was not identified between PCQ/average sales, there was
moderate correlation between the MLQ 5X scores of the leadership team and the PCQ of the
sales team. Additionally, it was found that there was a positive correlative relationship between
the MLQ 5X attribute of coaches and develops people to the PCQ attribute of efficacy, hope, and
overall PCQ. Furthermore, the study identified that the MLQ 5X attribute of rewards
achievement and laissez-faire had a negative relationship with average sales productivity.
The findings from this study have incrementally increased the body of knowledge in
regards to the relationship between leadership styles and psychological capital within a sales
organization. The results help to identify coaching strategies that increase psychological capital
and sales. As organizations develop employees through coaching, both general satisfaction of the
workforce as well as sales productivity increase. Thus creating an environment wherein the
employee gains work satisfaction and the organization increases revenue.

107
References

Adams, V. H. I., Snyder, C. R., Rand, K. L., King, E. A., Sigmon, D. R., & Pulvers, K. M.
(2003). Hope in the Workplace. In R. A. Giacalone & C. L. Jurkiewicz (Eds.), Handbook
of workplace spirituality and organizational performance (pp. 367-377). Armonk, NY:
M.E. Sharpe.
Adidam, P. T., & Srivastava, R. (2001). The role of optimism toward building a strategic
advantage in a sales force. Marketing Management Journal, 11(2), 12-23.
doi:10.1080/13607860701366277
Antonakis, J., Avolio, B. J., & Sivasubramaniam, N. (2003). Context and leadership: An
examination of the nine-factor full-range leadership theory using the Multifactor
Leadership Questionnaire. The Leadership Quarterly, 14(3), 261-295.
doi:10.1016/s1048-9843(03)00030-4
Armstrong, S. (2001). Are you a “transformational” coach? Journal of Physical Education,
Recreation & Dance, 72(3), 44-47. doi:10.1080/07303084.2001.10605851
Avey, J. B., Avolio, B. J., & Luthans, F. (2011). Experimentally analyzing the impact of leader
positivity on follower positivity and performance. The Leadership Quarterly, 22(2), 282294. doi:10.1016/j.leaqua.2011.02.004
Avey, J. B., Luthans, F., & Mhatre, K. H. (2008). A call for longitudinal research in positive
organizational behavior. Journal of Organizational Behavior, 29(5), 705-711.
doi:10.1002/job.517
Avey, J. B., Luthans, F., Smith, R. M., & Palmer, N. F. (2010). Impact of positive psychological
capital on employee well-being over time. Journal of Occupational Health Psychology,
15(1), 17-28. doi:10.1037/a0016998
Avey, J. B., Nimnicht, J. L., & Pigeon, N. G. (2010). Two field studies examining the association
between positive psychological capital and employee performance. Leadership &
Organization Development Journal, 31(5), 384-401. doi:10.1108/01437731011056425
Avey, J. B., Reichard, R. J., Luthans, F., & Mhatre, K. H. (2011). Meta-analysis of the impact of
positive psychological capital on employee attitudes, behaviors, and performance. Human
Resource Development Quarterly, 22(2), 127-152. doi:10.1002/hrdq.20070
Avolio, B. J. (2011). Full range leadership development (2nd ed.). Thousand Oaks, CA: SAGE
Publications.
Avolio, B. J., & Bass, B. M. (2002). Developing potential across a full range of leadership:
Cases on transactional and transformational leadership. Mahwah, N.J.: Lawrence
Erlbaum Associates.

108
Avolio, B. J., & Bass, B. M. (2004). Multifactor Leadership Questionnaire Manual and Sample
Set (3rd ed.). Menlo Park, CA: Mind Garden, Inc.
Bailey, T. C., Eng, W., Frisch, M. B., & Snyder, C. R. (2007). Hope and optimism as related to
life satisfaction. The Journal of Positive Psychology, 2(3), 168-175.
doi:10.1080/17439760701409546
Bandura, A. (1986). Social foundations of thought and action: A social cognitive theory.
Englewood Cliffs, NJ: Prentice-Hall.
Bandura, A. (1997). Self-efficacy: The exercise of control. Harvard Mental Health Letter, 13(9),
4. doi: 10.5860/choice.35-1826
Bandura, A. (2009). Cultivate self-efficacy for personal and organizational effectiveness. In E.
A. Locke (Ed.), Handbook of principles of organizational behavior: Indispensable
knowledge for evidence-based management (pp. 179-200). Chichester, Sussex;
[Hoboken]: John Wiley & Sons.
Bandura, A., & Locke, E. A. (2003). Negative self-efficacy and goal effects revisited. Journal of
Applied Psychology, 88(1), 87-99. doi:10.1037/0021-9010.88.1.87
Barling, J., Weber, T., & Kelloway, E. K. (1996). Effects of transformational leadership training
on attitudinal and financial outcomes: A field experiment. Journal of Applied
Psychology, 81(6), 827-832.
Bass, B. M. (1985). Leadership and performance beyond expectations. New York, NY; London:
Free Press; Collier Macmillan.
Bass, B. M. (1990). From transactional to transformational leadership: Learning to share the
vision. Organizational Dynamics, 18(3), 19-31. doi:10.1016/0090-2616(90)90061-S
Bass, B. M. (1997). Personal selling and transactional/ transformational leadership. Journal of
Personal Selling & Sales Management, 17(3), 19-28. doi:
10.1080/08853134.1997.10754097
Bass, B. M. (1998). Transformational leadership: Industrial, military, and educational impact.
Mahwah, NJ: Lawrence Erlbaum Associates.
Bass, B. M., & Avolio, B. J. (1990). Transformational leadership development: Manual for the
multifactor leadership questionnaire. Palo Alto, CA: Consulting Psychologists Press.
Bass, B. M., & Avolio, B. J. (1993). Transformational leadership: A response to critiques. In M.
M. C. R. Ayman (Ed.), Leadership theory and research: Perspectives and directions (pp.
49-80). San Diego, CA,: Academic Press.
Bass, B. M., & Avolio, B. J. (1994). Improving organizational effectiveness through
transformational leadership. Thousand Oaks, CA: Sage Publications.

109

Bass, B. M., & Bass, R. (2008). The Bass handbook of leadership: Theory, research, and
managerial applications (4th ed.). New York, NY: Free Press.
Bass, B. M., & Riggio, R. E. (2006). Transformational leadership (2nd ed.). Mahwah, NJ: L.
Erlbaum Associates.
Bass, B. M., & Stogdill, R. M. (1990). Bass & Stogdill's handbook of leadership: Theory,
research, and managerial applications. New York, NY; London: Free Press; Collier
Macmillan.
Bass, B. M., & U.S. Army Research Institute for the Behavioral and Social Sciences. (1996). A
new paradigm of leadership: An inquiry into transformational leadership. Alexandria,
VA: U.S. Army Research Institute for the Behavioral and Social Sciences.
Bensahel, J. G. (1975). The dangers of management by exception. Management Review, 64(4),
38. Retrieved from http://www.amanet.org
Blake, R. R., & Mouton, J. S. (1966). Managerial facades. Advanced Management Journal,
31(3), 30.
Blake, R. R., & Mouton, J. S. (1967). The managerial grid in three dimensions. Training &
Development Journal, 21(1), 2.
Blanchard, K. (2015). Leadership Behavior Analysis. Retrieved from
http://www.kenblanchard.com/Solutions/Assessments/Leadership-Behavior-Analysis
Bonanno, G. A. (2004). Loss, trauma, and human resilience: Have we underestimated the human
capacity to thrive after extremely aversive events? American Psychologist, 59(1), 20. doi:
10.1037/0003-066X.59.1.20
Bryant, F. B., & Cvengros, J. A. (2004). Distinguishing hope and optimism: Two sides of a coin,
or two separate coins? Journal of Social and Clinical Psychology, 23(2), 273-302.
doi:10.1521/jscp.23.2.273.31018
Burns, J. M. (1978). Leadership. New York, NY: Harper & Row.
Cameron, K. S., Dutton, J. E., & Quinn, R. E. (2003a). Foundations of positive organizational
scholarship. In K. S. Cameron, J. E. Dutton, & R. E. Quinn (Eds.), Positive
organizational scholarship: Foundations of a new discipline. San Francisco, CA: BerrettKoehler Publishers, Inc.
Cameron, K. S., Dutton, J. E., & Quinn, R. E. (2003b). Positive organizational scholarship:
Foundations of a new discipline (1st ed.). San Francisco, CA: Berrett-Koehler.

110
Cameron, K. S., & Spreitzer, G. M. (2012). The Oxford handbook of positive organizational
scholarship. New York, NY: Oxford University Press.
Cantril, H. (1965). The human design. Washington, D.C.: George Washington University.
Carifio, J., & Rhodes, L. (2002). Construct validities and the empirical relationships between
optimism, hope, self-efficacy, and locus of control. Work, 19(2), 125. Retrieved from
http://www.ncbi.nlm.nih.gov/pubmed/12454445
Chang, C. F., & Tuckman, H. P. (1991). Financial vulnerability and attrition as measures of
nonprofit performance. Annals of Public and Cooperative Economics, 62(4), 655-672.
Retrieved from http://onlinelibrary.wiley.com/journal/10.1111/%28ISSN%2914678292/issues
Chartoff, R. (Producer), & Stallone, S. (Director). (2006). Rocky Balboa [Motion picture].
United States of America: Metro-Goldwyn-Mayer.
Chi, N.-W., Chung, Y.-Y., & Tsai, W.-C. (2011). How do happy leaders enhance team success?
The mediating roles of transformational leadership, group affective tone, and team
processes. Journal of Applied Social Psychology, 41(6), 1421-1454. doi:10.1111/j.15591816.2011.00767.x
Chowdhury, J. (1993). The motivational impact of sales quotas on effort. Journal of Marketing
Research (JMR), 30(1), 28-41. doi: 10.2307/3172511
Clifton, D. O., & Harter, J. K. (2003). Investing in strengths. In K. S. Cameron, J. E. Dutton, &
R. E. Quinn (Eds.), Positive organizational scholarship: Foundations of a new discipline
(pp. 111-121). San Francisco, CA: Berrett-Koehler.
Cohen, J. (2013). Statistical power analysis for the behavioral sciences. Retrieved from
http://public.eblib.com/choice/publicfullrecord.aspx?p=1882849
Connors, R., & Smith, T. (1999). Journey to the Emerald City: Achieve a competitive edge by
creating a culture of accountability. Paramus, NJ: Prentice Hall Press.
Corcoran, K. J. (1995). High performance sales organizations: Achieving competitive advantage
in the global marketplace. Chicago, IL: Irwin Professional Publishing.
Coutu, D. L. (2002). How resilience works. Harvard Business Review, 80(5), 46-55. Retrieved
from https://hbr.org/2002/05/how-resilience-works
Creswell, J. W. (2009). Research design: Qualitative, quantitative, and mixed methods
approaches (3rd ed.). Thousand Oaks, CA: Sage Publications, Inc.

111
Dawkins, S., Martin, A., Scott, J., & Sanderson, K. (2013). Building on the positives: A
psychometric review and critical analysis of the construct of psychological capital.
Journal of Occupational and Organizational Psychology, 86(3), 348-370.
doi:10.1111/joop.12007
Eagly, A. H., Johannesen-Schmidt, M. C., & van Engen, M. L. (2003). Transformational,
transactional, and laissez-faire leadership styles: A meta-analysis comparing women and
men. Psychological Bulletin, 129(4), 569-591. doi:10.1037/0033-2909.129.4.569
Farber, M. L. (1968). Theory of suicide. New York, NY: Funk & Wagnalls.
Giacalone, R. A., & Jurkiewicz, C. L. (2003). Handbook of workplace spirituality and
organizational performance. Armonk, NY: M.E. Sharpe.
Gosselin, E., Lemyre, L., & Corneil, W. (2013). Presenteeism and absenteeism: Differentiated
understanding of related phenomena. Journal of Occupational Health Psychology, 18(1),
75-86. doi:10.1037/a0030932
Hobfoll, S. E. (2002). Social and psychological resources and adaptation. Review of General
Psychology, 6(4), 307-324. doi:10.1037/1089-2680.6.4.307
Hollander, E. P. (1978). Leadership dynamics: A practical guide to effective relationships. New
York, NY: Free Press.
Howell, J. M., & Avolio, B. J. (1993). Transformational leadership, transactional leadership,
locus of control, and support for innovation: Key predictors of consolidated-business-unit
performance. Journal of Applied Psychology, 78(6), 891-902. doi:10.1037/00219010.78.6.891
Jung, D. I., & Avolio, B. J. (2000). Opening the black box: An experimental investigation of the
mediating effects of trust and value congruence on transformational and transactional
leadership. Journal of Organizational Behavior, 21(8), 949-964. doi:10.1002/10991379(200012)21:8<949::aid-job64>3.0.co;2-f
Kelloway, E. K., Sivanathan, N., Francis, L., & Barling, J. (2005). Poor Leadership Handbook of
Work Stress. Thousand Oaks, CA: Sage Publications, Inc.
Kest, R. T. (2006). Principles of leadership: Leadership management. Futurics, 30(1/2), 52-71.
Retrieved from
http://search.proquest.com/openview/216324403510a0f76d7fec10e3ce8c01/1?pqorigsite=gscholar
Kotter, J. P. (1988). The leadership factor. McKinsey Quarterly (2), 71-78.
http://dx.doi.org/10.2307/258427
Kotter, J. P. (1990). A force for change: How leadership differs from management. New York,
NY; London: Free Press; Collier Macmillan.

112

Kotter, J. P. (1996). Leading change. Boston, MA: Harvard Business School Press.
Kouzes, J. M., & Posner, B. Z. (2007). The Leadership Challenge (4th ed.). San Francisco, CA:
Jossey-Bass.
Krush, M. T., Agnihotri, R. A. J., Trainor, K. J., & Krishnakumar, S. (2013). The salesperson's
ability to bounce back: Examining the moderating role of resiliency on forms of intra-role
job conflict and job attitudes, behaviors and performance. Marketing Management
Journal, 23(1), 42-56. Retrieved from
http://www.mmaglobal.org/publications/MMJ/MMJ-Issues/2013-Spring/MMJ-2013Spring-Vol23-Issue1-Krush-Agnihotri-Krishnakumar-pp42-56.pdf
Larson, M., & Luthans, F. (2006). Potential added value of psychological capital in predicting
work attitudes. Journal of Leadership & Organizational Studies, 13(2), 75-92.
doi:10.1177/10717919070130020601
Latona, J. C. (1972). Leadership styles and productivity: A review and comparitive analysis.
Training & Development Journal, 26(8), 2. Retrieved from
http://eric.ed.gov/?id=EJ061448
Law, K. S., Chi-Sum, W., & Mobley, W. M. (1998). Toward a taxonomy of multidimensional
constructs. Academy of Management Review, 23(4), 741-755.
doi:10.5465/AMR.1998.1255636
Leigh, D., & Rouse, S. (2009). Protection of Human Participants in Research: Policies and
Procedures Manual. Malibu, CA: Pepperdine University.
Lieberson, S., & O'Connor, J. F. (1972). Leadership and organizational performance: A study of
large corporations. American Sociological Review, 37(2), 117-130. doi: 10.2307/2094020
Limsila, K., & Ogunlana, S. O. (2008). Performance and leadership outcome correlates of
leadership styles and subordinate commitment. Engineering Construction &
Architectural Management, 15(2), 164-184. doi:10.1108/09699980810852682
Liu, X., & Van Dooren, W. (2015). How to measure leader's impact on organizational
performance: Implications from the comparative case study. Public Organization Review,
15(2), 193-206. doi:http://link.springer.com/journal/volumesAndIssues/11115
Locke, E. A. (2001). The Blackwell handbook of principles of organizational behavior. Oxford:
Blackwell Publishers.
Lowe, K. B., & Galen Kroeck, K. (1996). Effectiveness correlates of transformational and
transactional leadership: A meta-analytic. Leadership Quarterly, 7(3), 385.
http://dx.doi.org/10.1016/s1048-9843(96)90027-2

113
Lunenburg, F. C. (2011). Leadership versus management: A key distinction - at least in theory.
International Journal of Management, Business, and Administration, 14(1). Retrieved
from
https://cs.anu.edu.au/courses/comp3120/local_docs/readings/Lunenburg_LeadershipVers
usManagement.pdf
Luthans, B. C., Luthans, K. W., & Jensen, S. M. (2012). The impact of business school students’
psychological capital on academic performance. Journal of Education for Business,
87(5), 253-259. doi:10.1080/08832323.2011.609844
Luthans, F. (2002). The need for and meaning of positive organizational behavior. Journal of
Organizational Behavior, 23(6), 695-706. doi:10.1002/job.165
Luthans, F. (2003). Positive organizational behavior (POB): Implications for leadership and HR
development and motivation. In R. M. Steers, L. W. Porter, & G. A. Bigley (Eds.),
Motivation and leadership at work (pp. 178-195). New York, NY: McGraw-Hill.
Luthans, F., Avey, J. B., Avolio, B. J., Norman, S. M., & Combs, G. M. (2006). Psychological
capital development: Toward a micro-intervention. Journal of Organizational Behavior,
27(3), 387-393. doi:10.1002/job.373
Luthans, F., Avey, J. B., Avolio, B. J., & Peterson, S. J. (2010). The development and resulting
performance impact of positive psychological capital. Human Resource Development
Quarterly, 21(1), 41-67. http://dx.doi.org/10.1002/hrdq.20034
Luthans, F., & Avolio, B. J. (2003). Authentic leadership development. In K. S. Cameron, J. E.
Dutton, & R. E. Quinn (Eds.), Positive organizational scholarship: Foundations of a new
discipline (pp. 241-258). San Francisco, CA: Berrett-Koehler Publishers, Inc.
Luthans, F., & Avolio, B. J. (2009). The 'point' of positive organizational behavior. Journal of
Organizational Behavior, 30(2), 291-307. doi:10.1002/job.589
Luthans, F., Avolio, B. J., & Avey, J. B. (2007). Psychological Capital (PsyCap) Questionnaire
(PCQ). Retrieved from www. mindgarden. com.
Luthans, F., Avolio, B. J., & Avey, J. B. (2014). Psychological Capital Questionnaire Manual:
Development, Applications, & Research. Menlo Park, CA:Mind Garden, Inc.
Luthans, F., Avolio, B. J., Avey, J. B., & Norman, S. M. (2007). Positive psychological capital:
Measurement and relationship with performance and satisfaction. Personnel Psychology,
60(3), 541-572. doi:10.1111/j.1744-6570.2007.00083.x
Luthans, F., & Church, A. H. (2002). Positive organizational behavior: Developing and
managing psychological strengths. Academy of Management Executive, 16(1), 57-72.
doi:10.5465/AME.2002.6640181

114
Luthans, F., Luthans, K. W., & Luthans, B. C. (2004). Positive psychological capital: Beyond
human and social capital. Business Horizons, 47(1), 45.
doi:10.1016/j.bushor.2003.11.007
Luthans, F., & Youssef, C. M. (2007). Emerging positive organizational behavior. Journal of
Management, 33(3), 321-349. http://dx.doi.org/10.1177/0149206307300814
Luthans, F., Youssef, C. M., & Avolio, B. J. (2007). Psychological capital: Developing the
human competitive edge. Oxford, NY: Oxford University Press.
Madlock, P. E. (2008). The link between leadership style, communicator competence and
employee satisfaction. Journal of Business Communication, 45(1), 61-78.
http://dx.doi.org/10.1177/0021943607309351
Magaletta, P. R., & Oliver, J. M. (1999). The hope construct, will, and ways: Their relations with
self-efficacy, optimism, and general. Journal of Clinical Psychology, 55(5), 539-551.
http://dx.doi.org/10.1002/(sici)1097-4679(199905)55:5<539::aid-jclp2>3.3.co;2-7
Masi, R. J. (2000). Effects of transformational leadership on subordinate motivation,
empowering norms, and organizational productivity. International Journal of
Organizational Analysis, 8(1), 16. http://dx.doi.org/10.1108/eb028909
Masten, A. S., & Reed, M.-G. J. (2002). Resilience in development. In C. R. Snyder, S. J. Lopez,
C. R. Snyder, & S. J. Lopez (Eds.), Handbook of positive psychology (pp. 74-88). New
York, NY: Oxford University Press.
McCauley, C. D., & Van Velsor, E. (2004). The center for creative leadership handbook of
leadership development (Vol. 29). San Francisco, CA: John Wiley & Sons.
McGuire, E., & Kennerly, S. M. (2006). Nurse managers as transformational and transactional
leaders. Nursing Economic$, 24(4), 179-185. Retrieved from
https://www.nursingeconomics.net/ce/2008/article08179186.pdf
McMillan, J. H., & Schumacher, S. (2014). Research in education: Evidence-based inquiry.
London, England: Pearson Higher Ed.
Melchar, D. E., & Bosco, S. M. (2010). Achieving high organization performance through
servant leadership. Journal of Business Inquiry: Research, Education & Application,
9(1), 74-88. Retrieved from
https://www.uvu.edu/woodbury/docs/achieving_high_organization_performance_through
_servant_leadership.pdf
Menninger, K. (1960). Hope. Pastoral Psychol Pastoral Psychology, 11(3), 11-24.
http://dx.doi.org/10.1007/bf01759243
Merriam-Webster Inc. (2005). The Merriam-Webster dictionary. Springfield, MA: MerriamWebster.

115

Miller, L. (2013). ASTD's 2013 State of the industry report: Workplace learning remains a key
organizational investment. T AND D, 67(11), 40-45. Retrieved from
https://www.td.org/Publications/Research-Reports/2013/2013-State-of-the-Industry
Moss, S. A., & Ritossa, D. A. (2007). The impact of goal orientation on the association between
leadership style and follower performance, creativity and work attitudes. Leadership,
3(4), 433-456. doi:10.1177/1742715007082966
Mulki, J. P., Caemmerer, B., & Heggde, G. S. (2015). Leadership style, salesperson's work effort
and job performance: The influence of power distance. Journal of Personal Selling &
Sales Management, 35(1), 3-22. doi:10.1080/08853134.2014.958157
Newman, A., Ucbasaran, D., Zhu, F., & Hirst, G. (2014). Psychological capital: A review and
synthesis. Journal of Organizational Behavior, 35, S120-S138. doi:10.1002/job.1916
Norman, S. M., Avolio, B. J., & Luthans, F. (2010). The impact of positivity and transparency on
trust in leaders and their perceived effectiveness. The Leadership Quarterly, 21(3), 350364. doi:10.1016/j.leaqua.2010.03.002
Northouse, P. G. (2010). Leadership: theory and practice (5th ed.). Thousand Oaks, CA: Sage
Publications.
Patterson, K. (2002). Crucial conversations: Tools for talking when stakes are high. New York,
NY: McGraw-Hill.
Petersen, M. J. (2007). Using downstream revenue in a performance measurement system.
Contemporary Accounting Research/Recherche Comptable Contemporaine, 24(4), 11931215. Retrieved from http://onlinelibrary.wiley.com/journal/10.1111/%28ISSN%2919113846
Peterson, C. (2000). The future of optimism. American Psychologist, 55(1), 44-55.
doi:10.1037/0003-066X.55.1.44
Peterson, C., & Seligman, M. E. P. (2004). Character strengths and virtues a handbook and
classification. New York, NY: American Psychological Association; Oxford University
Press.
Peterson, S. J., & Byron, K. (2008). Exploring the role of hope in job performance: Results from
four studies. Journal of Organizational Behavior, 29(6), 785-803. doi:10.1002/job.492
Peterson, S. J., Luthans, F., Avolio, B. J., Walumbwa, F. O., & Zhang, Z. (2011). Psychological
capital and employee performance: A latent growth modeling approach. Personnel
Psychology, 64(2), 427-450. doi:10.1111/j.1744-6570.2011.01215.x

116
Petty, M. M., McGee, G. W., & Cavender, J. W. (1984). A meta-analysis of the relationships
between individual job satisfaction and individual performance. Academy of Management
Review, 9(4), 712-721. doi:10.5465/AMR.1984.4277608
Podsakoff, P. M., Todor, W. M., & Skov, R. (1982). Effects of leader contingent and
noncontingent reward and punishment behaviors on subordinate performance and
satisfaction. Academy of Management Journal, 25(4), 810-821.
http://dx.doi.org/10.2307/256100
Posner, B. Z., & Kouzes, J. M. (1993). Psychometric properties of the Leadership Practices
Inventory--updated. Educational & Psychological Measurement, 53(1), 191.
http://dx.doi.org/10.1177/0013164493053001021
Report, B. (1979). Ethical principles and guidelines for the protection of human subjects of
research. Washington DC: Department of Health, Education and Welfare.
Robbins, S. P., & Judge, T. (2011). Organizational behavior (14th ed.). Upper Saddle River, NJ:
Prentice Hall.
Roberts, C. M. (2010). The dissertation journey: A practical and comprehensive guide to
planning, writing, and defending your dissertation. Thousand Oaks, CA: Corwin Press.
Sadeghi, A., & Pihie, Z. A. L. (2012). Transformational leadership and its predictive effects on
leadership effectiveness. International Journal of Business and Social Science, 3(7), 186197. Retrieved from http://ijbssnet.com/journals/Vol_3_No_7_April_2012/21.pdf
Sarros, J. C., Gray, J., & Densten, I. L. (2002). Leadership and its impact on organizational
culture. International Journal of Business Studies, 10(2), 1.
Scheier, M. F., & Carver, C. S. (1985). Optimism, coping, and health: Assessment and
implications of generalized outcome expectancies. Health Psychology, 4(3), 219-247.
doi:10.1037/0278-6133.4.3.219
Schein, E. H. (2010). Organizational culture and leadership (4th ed.). San Francisco, CA:
Jossey-Bass.
Schulman, P. (1999). Applying learned optimism to increase sales productivity. Journal of
Personal Selling & Sales Management, 19(1), 31-37. Retrieved from
http://citeseerx.ist.psu.edu/viewdoc/download?doi=10.1.1.596.852&rep=rep1&type=pdf
Seligman, M. E. (1998). Building human strength: Psychology’s forgotten mission. APA
monitor, 29(1), 2. http://dx.doi.org/10.1037/e529932010-003
Seligman, M. E. P. (2006). Learned optimism: How to change your mind and your life. New
York, NY: Vintage Books.

117
Seligman, M. E. P., & Csikszentmihalyi, M. (2000). Positive psychology: An introduction.
American Psychologist, 55(1), 5-14. doi:10.1037/0003-066X.55.1.5
Shadish, W. R., Cook, T. D., & Campbell, D. T. (2001). Experimental and quasi-experimental
designs for generalized causal inference. Boston, MA: Houghton Mifflin.
Shamir, B., House, R. J., & Arthur, M. B. (1993). The motivational effects of charismatic
leadership: A self-concept based theory. Organization Science, 4(4), 577-594.
http://dx.doi.org/10.1287/orsc.4.4.577
Shannahan, K., Bush, A., & Shannahan, R. (2013). Are your salespeople coachable? How
salesperson coachability, trait competitiveness, and transformational leadership enhance
sales performance. Journal of the Academy of Marketing Science, 41(1), 40-54.
doi:10.1007/s11747-012-0302-9
Sharot, T. (2011). The optimism bias. Time International (South Pacific Edition), 177(23), 4046. http://dx.doi.org/10.1016/j.cub.2011.10.030
Skogstad, A., Einarsen, S. l., Torsheim, T. R., Aasland, M. S., & Hetland, H. (2007). The
destructiveness of laissez-faire leadership behavior. Journal of Occupational Health
Psychology, 12(1), 80-92. doi:10.1037/1076-8998.12.1.80
Snyder, C. R. (1994). The psychology of hope: You can get there from here. New York, NY:
Free Press.
Snyder, C. R. (1999). Hope, goal-blocking thoughts, and test-related anxieties. Psychological
Reports, 84(1), 206-208. doi:10.2466/PR0.84.1.206-208
Snyder, C. R. (2000). Handbook of hope: Theory, measures, and applications. New York, NY:
Academic press.
Snyder, C. R. (2002). Target article: Hope Theory: Rainbows in the mind. Psychological Inquiry,
13(4), 249. http://dx.doi.org/10.1207/s15327965pli1304_01
Snyder, C. R., & Forsyth, D. R. (1991). Handbook of social and clinical psychology: The health
perspective. New York, NY: Pergamon Press.
Snyder, C. R., Harris, C., Anderson, J. R., Holleran, S. A., Irving, L. M., Sigmon, S., . . . Harney,
P. (1991). The will and the ways: Development and validation of an individualdifferences measure of hope. Journal of Personality & Social Psychology, 60(4), 570585. http://dx.doi.org/10.1037//0022-3514.60.4.570
Snyder, C. R., & Lopez, S. J. (2005). Handbook of positive psychology. New York, NY: Oxford
University Press.

118
Snyder, C. R., Sympson, S. C., Ybasco, F. C., Borders, T. F., Babyak, M. A., & Higgins, R. L.
(1996). Development and validation of the State Hope Scale. Journal of Personality and
Social Psychology, 70(2), 321-335. doi:10.1037/0022-3514.70.2.321
Stajkovic, A. D., & Luthans, F. (1998a). Self-efficacy and work-related performance: A metaanalysis. Psychological Bulletin, 124(2), 240. http://dx.doi.org/10.1037//00332909.124.2.240
Stajkovic, A. D., & Luthans, F. (1998b). Social cognitive theory and self-efficacy: Going beyond
traditional motivational and behavioral approaches. Organizational Dynamics, 26(4), 6274. doi:10.1016/S0090-2616(98)90006-7
Stogdill, R. M., & Coons, A. E. (1957). Leader behavior: Its description and measurement.
Columbus, OH: Bureau of Business Research, College of Commerce and Administration,
Ohio State University.
Stone, A. G., Russell, R. F., & Patterson, K. (2004). Transformational versus servant leadership:
A difference in leader focus. Leadership & Organization Development Journal, 25(4),
349-361. doi:10.1108/01437730410538671
Sutcliffe, K. M., & Vogus, T. J. (2003). Organizing for resilience. In K. S. Cameron, J. E.
Dutton, & R. E. Quinn (Eds.), Positive organizational scholarship: Foundations of a new
discipline (pp. 94-110). San Francisco, CA: Berrett-Koehler Publishers, Inc.
Tschohl, J. (2014). Effective leadership vs. management. Leadership Excellence, 31(11), 48-48.
Retrieved from http://www.hr.com/en/topleaders/all_articles/effective-leadership-vsmanagement-build-leaders-b_i3uhbxpq.html
Valdiserri, G. A., & Wilson, J. L. (2010). The study of leadership in small business
organizations: Impact on profitability and organizational success. The Entrepreneurial
Executive, 15(1), 47-71. Retrieved from http://alliedacademies.org/Public/Default.aspx
van Eeden, R., Cilliers, F., & van Deventer, V. (2008). Leadership styles and associated
personality traits: Support for the conceptualisation of transactional and transformational
leadership. South African Journal of Psychology, 38(2), 253-267.
http://dx.doi.org/10.1177/008124630803800201
Warrick, D. D. (2011). The urgent need for skilled transformational leaders: Integrating
transformational leadership and organization development. Journal of Leadership,
Accountability & Ethics, 8(5), 11-26. Retrieved from http://www.nabusinesspress.com/JLAE/WarrickDD_Web8_5_.pdf
Youssef, C. M., & Luthans, F. (2007). Positive organizational behavior in the workplace: The
impact of hope, optimism, and resilience. Journal of Management, 33(5), 774-800.
http://dx.doi.org/10.1177/0149206307305562
Yukl, G. A. (2002). Leadership in organizations. Upper Saddle River, NJ: Prentice Hall.

119

Zacher, H., & Jimmieson, N. L. (2013). Leader-follower interactions: Relations with OCB and
sales productivity. Journal of Managerial Psychology, 28(1), 92-106.
doi:10.1108/02683941311298887
Zagorsek, H., Dimovski, V., & Skerlavaj, M. (2009). Transactional and transformational
leadership impacts on organizational learning. Journal for East European management
studies, 14(2), 144-165. Retrieved from
https://www.econstor.eu/dspace/bitstream/10419/84118/1/766754006.pdf

120
APPENDIX A
Multifactor Leadership Questionnaire

Sample MLQ 5X

121
APPENDIX B
Psychological Capital Questionnaire (PCQ) Self Rater Form

Sample PCQ

122
APPENDIX C
IRB Approval

123
APPENDIX D
Questionnaire Invitation
October 14, 2015

Home Improvement Associates,
In conjunction with the leadership team and with the support of XXXXX XXXXX, I am
conducting a study to better understand the field leadership and team productivity. This study is
part of my dissertation and your voluntary participation is appreciated.
The study will examine two different groups:
 RVP, AGM, and DSM – Your questionnaire will examine the leadership styles found
within this leadership team.
 SM, MIT, and Sales Associates – Your questionnaire will examine the group
psychological capital (Hope, Efficacy, Resiliency, and Optimism).
Over the next few days you will receive an email from Mind Garden, LLC providing you a link.
They survey should take less than 15 minutes to complete.
If at any time you wish to withdraw from the study, you may do so without any repercussions or
penalties. Your participation in the study is voluntary and is not mandated. There are no costs
involved for you participation, and there are minimal risks.
Your specific answers to the questionnaires will be confidential and/or anonymous. I will not
share individual answers with anyone at XXXXX XXXXX or with any other entity.
If you have any questions or concerns regarding the study, you may contact either:
Mark Leonard
@pepperdine.edu
Paul Sparks, PhD
@pepperdine.edu
Thank you for your assistance as we work together to better understand how we can “Wow” our
members as they “shop their way”.
Mark Leonard
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APPENDIX F
MLQ Permission to Use

For use by Mark Leonard only. Received from Mind Garden, Inc. on February 26, 2016

www.mindgarden.com
To whom it may concern,
This letter is to grant permission for the above named person to use the following copyright
material for his/her research:

Instrument: Multifactor Leadership Questionnaire
Authors: Bruce Avolio and Bernard Bass
Copyright: 1995 by Bruce Avolio and Bernard Bass

Five sample items from this instrument may be reproduced for inclusion in a proposal, thesis, or
dissertation.
The entire instrument may not be included or reproduced at any time in any published material.
Sincerely,

Robert Most
Mind Garden, Inc.
www.mindgarden.com

© 1995 Bruce Avolio and Bernard Bass. All Rights Reserved.
Published by Mind Garden, Inc., www.mindgarden.com
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